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INTAOOUCTION 


Getting More 
Done Faster 

'Success it heusiftgM fuOpowtrofaBrouartefwfittyouftM 
abufr^dtsire toaefaM ’ 

— MLFEPOA. PETIRSCN 


nr 

I bank you tor mding ibb book I know how busy you are^ 
and ovn xvadinf^ a book on time manastiMnl is aucxMs 
thing that you uMom have the to do. ( pcomiae you that in 
the pages ahead you will leam more practical and immediately 
usable ideas, methods, strategies^ and techniques for getting 
more done faster than you ever have before. Vben you leam and 
apply these powerful, pcacticai techniques, you will dramatically 
improve the quality o/your Ufa in every area 

Throughout the ages, the greatest minds of all bme ha>e ded« 
icated tbemsehes to answering the question, "How shall we live 
in order to be happy?'' Sigmund Freud, tbe father of modem 
psychology, wrote that the primary niotivalion of human beings 
is tbe^faasttre principle, tbe constant striving toward the things 
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that give us plesFure and make us ted good about ourselves and 
our lives. 

In the final analysis, we all want to be happy Xtt spend most 
of our Ihn searching for the cocnbinaUon of lifestyle ingredients, 
rdationshxps, work, OHjney, sports, hobbin, and other activities 
that will give us the deepdown feeling of happiness and well* 
being we seek Ibis book on time management is designed to 
ghar you hundreds of valuable ideas you can use immedistely to 
organise your Ue and acuvuiea so that you can have more of the 
things tbat you want and need to achieve your own happiness. 

Time Management Is a Tool 

Time management can be vies^ed as a too/ with wbkh you can 
build s great Lie, marked by high achievement and a tremendous 
filing of satisfaction and actocDpLahoent Time manageoent 
tan be looked upon as a veMcfa that tan carry you from wher* 
ever you are to wherever you want to go. Tudc mana^ment can 
be seen as a set of pemnai cUscipUn^s that^ once mastered, will 
enable you to be^ have, and do anything you want or need tD 
acbieve wfastever successes in life give you the greatest pleasure 
and happiness. 

This book is the result of more than twenty years of research 
and teaching in the area of personal eSectiveneas. and it is based 
on my rwenty^five years of eiperiente in sales, marketings man* 
agement, and consulting in more than )00 torporations. 


The Common Denominator of Success 

The more I studied success and succesafiil people, the more ob* 
vious It betame to me that they all had one thing in common 
They all placed a>ery high value on their tune, and ibey tontinu* 
ally worked at becoming better organized and CDore efikient 
I eventually came to the tontiusion that no success is poasi* 
ble without excellent time manage mem You tan not c^n 
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a happy^ fulAUnl person whose life is in a state of disuc* 
Raniiatioo and disarray The bet discovery 1 made was ibal, 
when you develop the dbcipJines of tune management^ you si- 
multaneously develop many of tbe other habits that lead to high 
aduevemenc^ wealthy and success in e%ery part of your life 

The starting point of developing good time management 
I5 tor you to realize that time managenvent is really 
management It is the way you take care of your most precious 

gift As Ben I amin Franklin once said loi^e Ufe^Tb^do 

not squander time, for tb<^t*5 the st^fftbot hfe is made of ' ' 

As you leam to master your tuxx^ you simultaneously master 
your life and take complete control over your future 

A Handbook for High Performance 

This book is dnigned to ghe you every tool that you will ever 
need to become occellent in time mana^Mnent in your career 
and personal life. As you read, think about how you could apply 
these ideas immediately Underline key points and make notes 
(mpleoent the action eu/^ises at tbe end of each chapter Be 
prepared to read and review this book more than once if you 
wish to memorize and intemalcse these ideas permanendy 
Spaced repetition is nsential to learning 

Once you master these skills^ you will be ready for a lifetime 
of increased personal efficiency and high achievement Tbu will 
become a new person^ with a new way of loolang at life. You will 
get more done in less time than you ever thought possible You 
will take complete control over your life. 

ttvdmantar ^ one's poiw 

It safes s prothm muWMs tftmendtasiy.** 

— NOfllSiMV)NCSf<T Peii£ 
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CHAPTER ONE 


The Psychology of 
Time Management 

“Th«mifiaisth9llfniiAsi0f^asth^f>itnacsr>»nvishfthetaet 

lh»tyouctfidosof>yeViing,youcandotl^a6iof^a£yeub9*i»ve 

lOOp^fCSM." 

—ARNOLD sc hMUtZENedOER 


np 

I be l^w of Cucrespofidence sa^ chat your outer life tends 
CO be a mirror image of your inner life. Everywhere you 
look, ibere you are. Everywhere you look, you aee yourself re* 
fleeted bade You do not see Che world as it is, but as you are- 
inside. If you wane to change what is going on in che world 
arourHl you-^our relations hi pss results^ and rewards— you bs>e 
to change whst is going on in tbe world IfMde you Fortunately, 
this iS the only part of your life over which you ba>e complete 
control. 

The Starting Point of Success 

The starting point of excelling in bme msnagemenc is drarre 
Alntost everyone fwls that their tune managentent skills could 
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be vudy better than they are People molve^ o>w and over 
again^ togel aenous about manaRecDeni by focusing, setting 
better prionuess and o^rcoming p/wrestinaUon. Tbey ifitend 
to get serious about time management sometime^ but unforni^ 
nately, ''the road to hell is paved with good intentions " 

The key to motivation is ''moUve/' For you to develop suffix 
Liefit desire to develop Time Power^ you onist be intensely moH« 
vated by the benefits you feel you will enjoy. Ybu must want the 
results badly enough to overcome the natural inertia that k e ep s 
you doing things the same old way. Here are four good reasons 
for practicing what you learn in this book Ybu can 

1 Cain TWO extra hours each day 

2* Improve your productiviry and performance. 

In t re ase your sense of control 
4 * Have more time for your bmily. 

GaininQ Two Extra Hours Each Day 

You will gain at least two additional productive hours per day by 
praLticing what you learn in this boolc Just think of What 
tould you do or accomplish if you had the gift of two extra work« 
ing hours each day^ What prD]etls could you start and complete^ 
What books could you wnte and publish? What subiecis tould 
you learn and master^ What could you attompliah with two oora 
hours if you were able to focus and concentrate on completing 
high-value tasks^ 

Two extra hours per da% oukiplied by five days per week, 
equals ten extra hours a week. Ten ortra hours a week multiplied 
by fifty weeks a year would give you 500 ortra productive hours 
each year. And 500 hours transbtes into CDore than Twelve fbcty- 
hour weeks, or the equivalent of three extra czx>nths of prtxhic- 
tive working time eadi >ear. 

By fining two productive hours each day, you can transform 


lAMi tan M 



POMl O f 


yuur penuoal and wutkinf^ liic. You can aLhievr all your 
vastly increase your incucDe over ibe nert rwo to three years, and 
erventually achieve Anancial independence^ if not become nth 

Improving Your Productivity and Parformanca 
Your producnviry perfurmance^ and income will inoease by at 
least 25 percent over tbe next year Two more productive hours, 
out of the et^t hours that you spend at wosk each da% is the 
equivalent of at least a 25 percent increase 

Vhat you are earning today is what you are being paid today 
as a mult of what you are produ ting today If you intrease your 
productivity by 25 percent or ntore^ you must eventually earn 
and be paid 25 percent more. And if your current boss sronY pay 
you for improved performance^ some other boss will come along 
and gladly give you more money fur your ability to produce 
greater results. 

Increasing Your Sense of Control 

Ytou snll bave more energy and less stress as you practice tbese 
ideas. When you leverage the pusrer of lime^ you will have a 
greater sense of control over your work and your personal life 
You will feel like the master of your own destiny^ and a power in 
your own life. You will feel more poa4tlve and powerful in every 
part of your life. 

Over the years, psychologists have done extensive rta earth 
in die area of what is called ''locus of control '' They have discov^ 
ered that you feel positive about yourself and your life to the 
degree to whith you feel in tharge of your life, you have an "in« 
temaT' locus of control With an internal locus of control, you 
feel that your life is in your own hands Ybu make your own 
decisions^ and you are responsible for your own actions and out* 
tomes. You are the primary oeative force in your own life. 

PsydKdogisis have a l so found that if you have an ''octemal" 
locus of control^ in ifaat you feel that you are controlled by pet^ 
pie and tircumsiantes outside of yourself, sudi as your boass 
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yuur bilU, your famJy^ your hnilb, or some other ^ctor^ you will 
feel rtegalhe^ and often depressed. You will feel ftuslrdled 

and unable (o change You will develop whdl is tailed ''le a rned 
helpleasneas'' and see yourself OM>re as a "creature of circum* 
stances" rather than a "oeator of arcumstancea." When you 
have an external locus of control, you feel that you are a pnsuner 
of external forces. You often see yourself as a victim 

Take C^mtrol qf Your Time amt four Lif9 
One of the keys to developing a slron^r internal locus of control 
b to manage your tune and your life better The more skilled you 
become at managing your time^ ibe happier and more conhdent 
you will feel. You will have a stronger sense of personal power 
You will feel in charge of your own destiny You will have a 
greater sense of wellbeing You will be more positive and pen 
sonable 

Having Wore Time for Your Family 

You will have more time for your family and your personal life as 
you get your time and your life under control. You will ha>e 
more lime for your friends, for relaxation, fur personal and pro- 
fessional development, and for anything else you want to do. 

When you become the master of your own tune, and recaf^ 
ture (WO ortra hours per day^ you can use that exii a time to run 
a maisthon^ complete a college degree, write a boob^ build a 
busineas. and create an outstanding life. W^ilb IspU exua hours a 
day, you can put your life and career onto the fest track and 
begin moving ahead at a more rapid rate than you ever thought 
possible. 


The Three Mental Barriers to Time Power 

If everyone agrees that excellent time management is a desirable 
skill, why is it that so few people can be described aa "well orga« 
nixed, eflective, and efficient"^ Over the yesiv I have found that 
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many people have ideas about lime manaRecneni lhat are simply 
nol true. Bui i£ you believe aomelhifig lo be true, il betomea true 
for you. Ybur beliefs cause you to see yourself and ihe world, 
and your relationship lo time manaRenxnl, in a particular way 
(I you have negative belxeb in any area, these belieb wiJ aSeci 
yuur thinking and actions^ and will eventually beconx your real* 
ily. You are nol what you think you are^ but what you think, you 
are. 

Bomor 1 : Worries About Docroasing Your Noturalnoes 
and Spontanoity 

The firsi cnylb, or negative belief^ of time management is that if 
you are too well organcaedf you become coid^ calculatings and 
unemotional. Some people feel that they will lose their sponta* 
neily and freedom if they are oaremely efhxnve and efikieni 
They will become unable to ''go with the flow/' to opress them* 
selves openly and honestly People think that managing your 
tune w^li makes you too rigid and indoable. 

This turns out not to be true at all. Many people hide behind 
this false idea and use it as an o:cuse for not disciplining them* 
selves tbe way they know ibty should. The bet ts tbat people 
wbo are disorganiaed are not spontaneous; they are merely con* 
fused, and often frantic. Often they suBer a good deal of stress 
It rums out that the better organised you aie^ the more tune and 
opportunity you have to be truly relaxed^ truly spontaneous^ and 
truly happy. You have a much greater internal locus of control 

The key is strueninng and organising oerylhinR that you 
possibly can Ttunking ahead; planning tor contingencies^ pie* 
paring thoruughl)^ and tbcusing on specific results. Only then 
can you be completely relaxed and spontaneous when the situa* 
tion diangn. Tbe better organixedyou are m tbe factors that are 
under your control^ the greater freedom and flexibdiry you have 
to quickly make changes whenever they are necessary. 
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BarridfS: N^galive Menfal Programming 
The second OMt^lal bamer lo developtnf^ occelleni time manages 
meat is negative pruxTamming, whid b often ptcked up 
from your parents^ but frum other influential people as you 
are growing up. l£ your parents or olbers told you that you were 
a messy person^ or that you were always late^ or ibat you never 
Anisbed anything you started, diances are that as an adults you 
may anil be operating untonscioualy to obey these earlier com* 
mands. 

The OM>st cofOTTHjn o:cuse used tor this type of behavior is: 
''That's just the way I am/' or "I have always been that way." 
The fret is thst no one b bum messy and disorganised^ or neat 
and efhtient Time management and personal effiocncy skills 
are disciplines that we learn and develop with practice and repe* 
tiuon. If we basv developed bad time management babits, wv 
tan unieam them. Xtt can replace them with good babus over 
time 

BamarS: Solf*Limi(ing Boliaft 

The third mental bamer to good time management is a 

negative self<oncepL or what are tailed "aelf*limiting beliefs " 
Many people believe that they don't have the ability to be good 
at time management Tliey often believe that it is an inborn part 
of their baiJiground or heritage But there is no gene or chrooH^ 
some for poor time management^ or good time management^ for 
that matter. Nobody la bum with a genetic deflaency in personal 
organiaatiun Your personal bebsviocs are very mutb under your 
own control 

Here is an oample to pro>v that most of what you do b 
determined by your level of modvstion and desire in tbat area 
Imagine thst someone wvre to offer you a million dollars to man* 
age your time superbly for the otM thirty da)s Imagine that an 
efhciency expert was going to follow you around with a clip 
board and a video camera for one munifa. After thirty days^ if you 
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hdd used your time effiLierUly and welL working on your bigbesi 
pnontin sU day^ eve/y day^ you would recex>v a pciae of one 
nuliion dollars. How eAcienl would you be u\tt the nort thirty 
da)%? 

The fisct is (hat^ with sufficient motlvatiun (one million dol* 
lars!), you would be one of tbe most effioent, effecuvc, best" 
ucganired^ and focused people in the worid Tht best news is 
that after one full coonth of practicing tbe >ery best time man ages 
ment skills you know^ you would have developed habits of high 
productivity and top perfdnnante that would last you tbe rest of 
your life. 


You Are Free to Choose 

Time management behaviora are >ery mudi a matter of choice. 
You d>oose to be efficient or you dxXMe to be disorganiaed. You 
choose to focus and concentrate on your bigbest^value tasks, or 
you choose to spend your time on activities that contribute little 
value to your life And you are always free to dioose 

The starting point of overcoming your previous program* 
ming and eliminating the mental blocks to time management is 
(dr you to a dear« unet|uivocal decision to become abso 

lutely occellent at the way you use your time^ minute by minute 
and hour by hour. You must decide^ right here and r^ow^ that you 
are going to become an espert in time management. Your aim 
should be to manage your time so well that people look up to 
you and use you as a role model for their own work habits 

Program YourMlf for Ef foctivanott and Efficiency 
There are several ntental techniques tbat you can use to program 
yourself for peak performance. 

Us9 Posfttua 5eff-Ta& 

The first of these methods for programming your subconscious 
mind IS positive self^talk^ or the use of posfffue offirm^Uons 
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Th«e are commands thal you pass from yuurconsLious CDifid tD 
yuur subconscious mind. Affirmalians are sldtemcfus that you 
cfitber say out loud or say to yourself with tbc emotion and en« 
thusiasm that dinn the words into your subconscious mind as 
new operating instructions. Here are some examples of affirms* 
live commands that you can use to improve your time manages 
ment skills. 

Begin by repeating over and over to yourself^ ' ' ( am excellent 
at time management' ( am oxellent at time mana^ment!'' Any 
command repeated again and again in a spuit of ffixth, accef^ 
tance^ and belief will eventually be accepted by your subcun* 
scious mind Your subconscious mind will then organize your 
words> actions, and feelings to be consistent with these new 
conun an ds. 

Ybu can continually repeat, "I am always punctual for my 
appointments^ I am alwa^ purKtual for my appointments^'' You 
can oeate your own mental commands, such as "lam well orga* 
nized^" or "I concentrate easJy on my highest payoff tasks!" My 
favorue time management affirmation is to repe a t continually, "I 
use my time well I use my time well. I use my time well." Used 
consistently^ positive affirmations will start to influence your m:* 
temal behaviors 

VisMffM Youneifm H^bfy^fficiefU 

The second technique that you can use to program your subcon* 
SCIOUS mind is vlst^aixi^Hon. Your subconscious mind is most 
immediately influenced by mental pictures In selfimage pay* 
chology, the person you see is tbe person you will be. Begin to 
see yourself as someone who is well organised, efficient, and 
effective. Recall and recreate memories and pictures of yourself 
wben you srere performing at your best Ttunk of a time when 
you were worlang efficiently and effixtively and getting through 
an enormous amount of work Play thi« picture of yourself over 
and over again on tbe screen of your mind. 

(n athletic trainings this is called "mental rehearsal." This re* 
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quim practicing and rtrhea/^xnK actions inyuur mind before you 
actually gn g a y m the phyaiial activity The n>ore relaxed you axe 
when you visualize yourself perfocmifig at your best, the more 
rapidly this command is accepted by your subconscious mind 
and becooies a part of your thinking and behavior later oil 

THE KACnCE OF MENIAL REHEARSAL 
The method is suople. fnUf sit or lie in a ijuiet place ^here you 
can be completely alone in the silence Then imagine your^lf 
going through an important upctxning experie/Ke^ sudi as a 
meeting, a presentation, a negotiation, or even a date. As you 
sit or ke cmpletely relaxed, create a picture of the coming 
event and see it unfolding perfidy in every respect. See your* 
self as calm, posithe, happy, and m complete control. See the 
other people doing and saying exactly what you would want 
them to do if the siruation was perfect Then, breathe deeply, 
relax, and just let it go, as if you had sent off an order and the 
delivery is guaranteed, exactly as you pictured it. 

The best time to practice mental rehearaal is at night in bed, 
iust before you Call asleep. The last thing you should do before 
you dose off is to imagine yourself performing at your best the 
following day. You will be amazed at how o6en the upcoming 
event or e x p e rience happens exactly as visualired it 

In becoming oxellent at time mana ge m e nt, it s important 
to practice mental rebeaisal by continually seeing yourself as 
you would be if you were one of the best^^rganized and most 
efficient people you could imagine. Eventually these pictures 
will ''lock in " Vhen they do, you will dnd yourself easily and 
automatically using yourtinx efhciendy in everything you do. 

Act Ae Part 

The third mental technique you can use to program your sut^ 
conscious mind for efficiency and effectiveness is to act the part 
of a highly efficient person Imagine that you haw been selected 
for a role in a movie or stage play. In this role, you are to act the 
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part of a pmun who is txirtm&ty well organised in evtiy re* 
spec! As you ro through your daily life, imagine you are an actor 
who h playing this part, who h already very good at tune man* 
agenyent Act as if you are already using your tune effioently and 
well. 

P/ertend that you are an expert in personal efftcienty. Fake it 
untd you make u. When you pretend that you axe an exrelJent 
tune manager, evenrually your actions, which axe under your di* 
rect control, will foster a mind-set, or the belied in your subcon* 
scious mind, that is consistent with it 

Benchmark Against ibe Best 

The fourth mental technique you can use for becoming a highly 
efhtienc person is called ''CDodeling '' Modeling requires you tD 
pattern youxself affor someone you know who uses his time well 
Think of someone you admire fur good time management skills 
Use that person as your standard or your modeL Imagine what 
he would do in any given situation, and then do it yourself. 

Many of the most eflecthe men and women in Amenta 
reached their positions by modeling themselves in ifaetr earlier 
years after someone who was already extremely effective, socne* 
one they admired and respected for qualities they wanted to de- 
velop in themsefves Because of the 1 a w of Correspond e nee, you 
always^ tend to become on tbe inside what you ntost admire in 
other people. 

Become a Teacher 

The fifth technique for programming your subconscious mind is 
to imagine that you are going to be teaching a course in tune 
mana^ment one year fro m today. This technique comes from 
discoveries in the held of accelersted learning What die experts 
have found is that if you think about how you would teacb new 
material at tbe same time you are /eemtng the new material, you 
seem to absorb it and internalize it far faster than if you fust 
thought about learning it and using it for yourself. 


lAMi tan ISilAMOSII M 



14 


POMl O f 


As you caktr in these new ideas on ciine manaRttrvenL think 
of how you would teach them to someone else. Think of socdcs 
one in your life who could benefit from practiting what you are 
learning. Just ^ you betocpe what you think about^ you also bcs 
come what you teach. Just thinking about teaching something to 
someone else increases the speed at which you learn it yourself. 
And you always think about teaching those things that you most 
want or need to learn for yourself. 

One of the fastest ways to learn new ideas and techniques 
permanently is to share the m wuh other people immediately 
after you learn them. Each tune you cocpe across a good idea in 
this book, take a few nwments to share it with someone nearby, 
either at home or at arork. The concentr a tion you require to oc« 
plain tbc new principle in your own words to another person 
seems to drive the informstion deeper into your subconscious 
mind where it becocDes a permanent part of your long-term 
memory. 

Be u RcU Mo4etfor Others 

The Sixth technique you can use to program your subconscious 
mind IS to imagine that others are looking up to you as an exam* 
pie of excellence in time management Imagine that you are set* 
ting the standard in your company or your organization Imagine 
that everyone is looking to you tor guidance on how they should 
plan and organize their own time. If others were watching you, 
what would you do differendy each day^ How would you behase 
in your daily work^ How would you organize your time if you 
felt that everyone was looking up at you to set the standard, to 
be the role modeU 

Vhen you see yourself as a model, an example of excellent 
peiloi usance, you will alwa^a do btftter and accomplish more 
than if you just thought of yourself as personally trying to be 
more eBicient The more you think about yourself as an exrellent 
time manager, the more excellent you become The more you 
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hct youjMlf as a role model tor others, (he better you become in 
orjanuingyour own time and lile. 


Your Self'Esteem Determines Your Life 

Periiapa die most important part of the psychology of time cnan« 
agement, and the role that your self<oriLept haa in determining 
your performante and behavior^ is tbe impaLt of your seif^si^em 
in determining everything that happens to you. 

Moat psydKjlogiala agree that selfesteem la the critical deter^ 
mm ant of a healthy personality Tbe best definition of self* 
esteem la 'Jiow much you lihe yourself/' When you like and 
respect yourself, you ahvays perform and behave better than if 
you do not Ibe more you like yourself^ the rnore confidence 
you have. Self-esteem ia the key to peak performance. 

Your self^teem is so important to your emotional health 
that alfBost everything you do la aimed at either irureaaing your 
feelmga of aelf^teem and personal value, or protecting it from 
being diminished by odier people or circumstances Selfesteem 
is the founding principle of success and happiness, (t la vital fur 
you to feel fully alive. 

The Key to Peak Parfornranco 

The Alp Side of selfesteem is called This ts defined 

as bow eflectfve you teel you are at doing or atcompliahmg a 
task or |ob. When you feel that you are really good at aomediing, 
you experience positive feelings of self^efFicacy. 

One of the greatest diatovenes in psychology was tbe untov* 
ering of the Lonnection betwe e n self-esteem and self-efficacy 
Now we know that the more you yourself, tbe better you do 
at almost anythmg you attempt. And tbe better you do at some- 
thing, tbe more you yourself. Self-esteem and self-efficacy 
feed on and reinforce eadi other Una findmg la what makes 
bme management so important for every part of your life. The 
better you use your time, die more you get done and tbe higher 
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ift yuur scffiM o( aeirtffiiLacy. As a mult, you liktr yuuiMlf mort, 
do even bi^her^ualxty vpvck, and evtrn more dune Your 
whole life improves. 

Three Self*Esteem Buildert 

There are three additional ^torv that afiect your self-esteem that 
have to do with time management These are: 

1* Determining yuur valun 
2* Stnving for mastery 
Knowing what you want 

Determining >ber Values 

Living your life in a manner consistent with your deepest values 
b essenui in onler fur you to en|oy high aelf<steecD. People 
who are tlear on what they believe in and value^ and who refuse 
to comprucDise their values, lihe and respect themseivts far more 
than people who are unclear about what matters to them 

This immediately brings up the question^ "'How much do 
you value your Ufe^" People who truly value their lives are pet^ 
pie who highly value themselves People who value themselves 
highly use their time well They know that their time is their life 
The Law of Beivraibiliry says that feelings and actions interact 
on each otber. If you feel a certain way, you will act in a manner 
consistent with what you're feeling Howtner, the reierae b also 
true. If you act in a certain way^ your actions will oeate within 
you tbe feebnpi that are consistent with them Ttus means that 
wben you act as if your lime was ooremely valuable^ tbe action 
causes you to feel a mure valuable and important person By 
managing your bme well^ you actually increase your self-esteem 
and^ byevtensiun^ you become better at whatever you are doing 
The very act of Irving your Lie consbtent with your values, 
and using your time effectively and welL improves your self* 
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im^gCy buildi youraelf<ate%CD and aeU<uniidence« and incrt^asca 
yuur aelf^mpecl 

Stfivtf^Jbr Mastwry 

The second factor chat afiecca your adf^teem is yuur sense of 
being m control of your life and wort — your feeling of maslery 
in whatever you do. 

Everything that you leam about time management^ and then 
apply in yuur wurk, causes you to feel more in control of yourself 
and your bfe As a mull you feel more eftectm and efiicient 
You feel more productive and powerful Every increase in your 
fwling of effectiveness and productivity inoeasn your self* 
nteem and improves yuur sense of personal well4xing 

/Owwl^ Wbai You Wani 

The thud frctor that directly affects your selfesteem imolves 
yuur current goals and tbe acuvuks that you take to achiever 
thuse The more yuur goals and yuur activities are congru^ 

ent with your values, tbe better you feel. Whtn you are working 
at sumething that you believe in^ and that is consistent with your 
natural talents and abilities^ you yourself more and yuu du 
yuur work better. Xtt will about goals in greater depth in the 
Chapters 

Three Steps to Performance Improvement 

Thne, then, are the three keys to the psychology of man* 
agement FirsC you determine your values, and then you resohv 
to Irve your life consistent with tbose values Seco nd^ you dedi* 
cate yourself to mastery, to becoming absolutely excellent at 
wbal you do. Third, you make sure that your goals and activiiies 
are congruent with your true valun and convictiunBc 

Vben you do these three things, and manage your lime well 
in the pursuit of value4>ased goals, you (eel terrific about your* 
self all day long. You will have more energy and enthusiasm 
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You will be mort LoeJident and conunKted You will be more 
Lompelent and cmtive. You will becoexx mure perwlefU and 
delermified 

Vben you manaRe your tune well, you will get more dune^ 
and what you accomplish will be of a higher quality Ybu will 
enjoy hiRher le%eU of aelf<steecD and self-respect You will ha>e 
a greater sense of personal pride. Practicing good tune manage- 
ment techniques will even have a positive eftect on your person- 
ality and your relaciocisbips. 

The quality of your life is largely determined by the quahryof 
your time management. The better and more e ff ective you are at 
managing the crunutes and hours of your dsy^ which are the 
building blocks of your hie, the more you will like and respect 
yourself, and the better will be every aspect of your inner and 
outer life. 


Twelve Proven Principles for Peak 
Performance 

Here are twelve proven principles you can practice every day to 
get more out of yourself and improve your results in everything 
you do. 

Principie /. Time man£4^eff\ent enables you to increoee the 
velM ^ your contnbuitor^ Selfesteem comn from the knowl- 
edge that you are putting more into your life and work than you 
are taking out^ that you are contributing more to your work than 
you are getting karlr The greater tbe contribution you feel that 
you are making to your company and to your family, the greater 
will be your selfesteem Oood time management enables you to 
gready improve your ability to contribute more and more value 
to wfaateveryou are doing 

Principle 2 Your rewards, both U4Sigible and tnUsngible, 
wlU ehixkys be e^ual to ibe value of your sendee to other people 
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Thcf more you put in, the more you otic ThruuRh the Law of 
Suwins and Eteapmg, tune manaRcment allows you to sow more 
and better^ and therefore to reap nwre and btfttet in e%ecy area 
of your life If yoti want to increase the qiialxry and quantity of 
your rewards, jou need only seek ways to increase the value of 
your service. This is very much under your control. 

PfinctpU 5 Good Urns mufu^ment r^uires that you set 
yoursei/as a **fiKtofy ** A ^tory has three phases of production 
First of alL it has inputs of raw materials^ time, labor, money, 
and resources These are the "'factors of production"" that are 
necessary to create the end^uotluct. 

Second, inside the frctory there are aclivuin that place. 
Thne are the production activities or work that are rwcessary to 
produce che product or service. The efficiency of operations 
within the ^tory determines the productivity of the factory and 
the productiviry of eadi person invohed in the production 
process. 

Third, what ecner^s from the factory are the outputs or pro- 
duction of the tetory. The value of the factory is determined by 
the quality and quantity of its outputs relative to us inputs The 
central purpose of the management of the frctory is to increase 
the qualify and quantity of outputs. 

One mam difference between highly effective people and 
people who seem to produce very little is that top performers 
alwa^s^ fucos on outputs or results Average performers focus on 
inputs. Top performers focus on accomplishments, medium or 
low performers focus on activities 

Good time management requires that you cuntmually ask 
yourself Vhat outputs are e^fwcted of me? Vhat am I expected 
to prtxluce^ exactly, am I on the payrolD 

The more you focus on the required outputs of your posi- 
tion, the better and more eftectrve you will become. As a result, 
you will create greater value and make a mure important contri- 
bution You will become more prtxluctive and, therefore, more 
valuable to yourself and to your company. 
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you ocafu^uhy or JaU to accom^ 
plisb, depends on your ability to use your Urns to its best odvan- 
tage Your of ad^ievement and pertomAsm, m every area, 
are delermified by yotir ability to think thruuxb and to apply the 
very beat time management techniques available to you. You can 
only increase the quality and quantity of your results by intrea^ 
ing your ability to use your time eflectivety 

Principles Time is tbe scarcest resource of accomptisbrnent 
(n Anxnca today, the biggest problem most people have is ''tuK 
poverty/' People may ba>e money and material success, but ibey 
don't have enough time to en|oy th e m are abort of time in 
alnsost eiery area of our lives. 

Time IS inelastic; it cannot be stretLhed Time is indbpen^ 
able; all vpork and accomplishment requires it. Tune is irreplace^ 
able; there is no substitute fur it And time is perishable; it cannot 
be saved, preserved, or stored. Oon it is gone, it is gone forever. 

Princ^?ieS 7be practice of UrrKmam^ement skills aUows you 
to develop judgment, foresight, se^<reliance, and se^<discipline 
Thne are the qualities of leadership and tharacter It is time 
management ihst enables you to get thinp; done, and your abd« 
ity to accomplish the tasks that are assigned to you is the chief 
measure of your value to your company^ and to your world. 

Principle 7 A focus on Urrte management forces you to be 
tntensefy restdis-oriented Results onenlation is the key quality of 
successhil men ar^ womerL Ybur abdity to focus single-mindedly 
on the most UBportant results required of you is the fastest and 
surest way to get paid more, promoted faster, and to eventually 
adueve financial independence 

Principle & Time managemeru encAtes you to work 
smarter, not Jstet border Many people wbo are failures actually 
work harder than sutcesaful people. But they produce leas in the 
hours they arork because of poor personal and time manage* 
ment skills. 
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PfinctpU 9* Good time mwu^menl U o source of 
^HihusiasFn^ and a positive m^nUd athiud^. The nx>rc p/udiic^ 
live you becucxM^ die more positive you feel about yourself. As 
you see yourself aLLOoplishing lar^ quanuties of worfe^ you ac« 
tualiy of>erience a coadauous inflow of additional energy tbat 
enables you to accomplish even more. 

Pfincipl^ 10* You grow m q perron In direct proporticH to 
the demands that you pt^ce on yourrelf The selTdiscipline of 
tune management buU<k character^ confidence^ and an unshak* 
able belief in yourself and your abilities 

PfinctpU 22. Lasting moUvatton ofdy comes yrom a 
of achteverrtarU and accomptisbrnenS The more you get done, 
the better you feel about yourself, and tbe more eager you be* 
tome to do even more. 

Pnnetpie 12. f^ow, 2bh mtnMe, h ad 2be Ume you have If 
you manage yourself minute by minute, the hours and days will 
tare of themselves. The more tightly you manage your time^ 
the more you are guaranteed that it will tranalate into a great life 
that's hallmarhcd by purpose, power^ control, and worthwhile 
acco m pi bfam en ts . 


The Seven Practices of Time Power 

There are seven methods that you can use to help develop the 
habits of bme management. The more you think about and prac* 
Gee tbese methods^ the more rapidly you will program yourself 
to be efficient efettive^ and highly productive. 

Firsts remember that your selfmngc determines your per* 
JbfmoHce. You always perform on the outside in a manner con* 
SIS tent snth the picture you ha>e of yourself on the inside 
PractiteviFualmnK and imagining yourself ^ you s^ant to be, not 
as you may have been in tbe pasL 

Tbu can astually your seU*image permanently by re* 
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peatedly visuali 2 ifig yuuneU u sunwofie who is hi^ly tffKitnt 
and efiram. Soe yuuraclf as absolutely oxeUent in tune and 
penuoal management Play this picture over and over 

again in your mind's eye until it iS accepted as a new set of com* 
mantk by your subconscious. At that point, effective tune man* 
agement will become easy and automatic for you. 

Second, remember that r/ iokes about Oi^^nty-one of 
practice and rep^tUton to form u nets* brdAt pattern. It has taken 
you your entire lifetime to becocne the person you are today, 
with the time management habits you have at this moment (t 
takes tiox and commitment to change^ and for your suheon* 
soous mind to accept the new commantk^ pictures^ and aAirma* 
tions as your new operating instructions for your personal 
behavior. Be patient with yourself. Don't expect to change every* 
thing at once. 

Third, prom\i4 your^^ Aat you are gotng to become excels 
lent at Ume management Promise yourself that you are going 
to be punctual, and that you are going to concentrate on your 
most important tasks Them promise othera that you are going 
to be more effective and efhcienc in the future 

Vben you tell others^ and promise others, that you are going 
to become better at the way you use your tlme^ it makes it easier 
for you to make a firm commitment to yourself to follow through 
on these behaviors. When you know that other people are watch* 
ing to see if you will do what you said you would^ you tend to he 
far more dbcipJined and firm with yourself 

Fourth^ in developing the habits of tune mana^menc^ start 
tn just one area where poor time management ts boldtr^g you 
back Don't try to change everything at once Change |ust one 
habit or activity where you know that improvement could he very 
helpful to you. As you discipline yourself to improve in a single 
area, you will find yourself becoming more productive in other 
areas at the same time. 

Fifth, launch your new time mant^ment babit strongly 
Never allow an exception once you have decided that you are 
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Roifig to become excellent in a paniLular behavior. If you decide 
to be punctual for eve/y appointment, discipline you/aelf to be 
eariy oery single tune until the new habit of punctuality be* 
comes a permanent part of your behavior If you decide to start 
early and concentrate on your most valuable taaks^ discipline 
yourself to do this every single day for at least three weeks until 
it becomes easy and natural for you to start early on your highest 
prkmty. Never let yourself o6 the hook Ne%er make tscuses or 
rationalizations for slacking off Etesolve to repeat the new behav* 
ior every time until the new habit is firmly entrenched 

Sixths wsc tbe and success** method rather than the 

''trial and error'' method The trial and success method requires 
that you team bow to succeed by fellings and then by lesrning 
from your mistakes. 

Anstyzt your reasons tor poor time management. Stand back 
and look at the areas m your life wbere your time is the most 
poorly managed and ask yourself^ "Why do I behave this way in 
this arva^" 

Ask yourself, "Wbat are tbe obstacles to my operating more 
efficiently in this area^" Take some time to reflect on your cur* 
rent behaviors. This will ghe you the awareness to make the 
changes that you need to nsake to be the efhoent and eflecthe 
person that you are capable of becoming 

Seventh^ and perhaps the most important of all. is for you to 
absolutely believe tbetyou can and ui/l become ouisiandtng at 
Ume manck^ment 

The Law of Belief says that *'Vbur beliefs beconx your re all* 
ties.'' The more intensely you believe that you can and will be* 
come occellent at time managecDent the more rapidly this belief 
beconxs your realiry. If you bold to your belief long enough and 
hard enough^ it will eventually materialize as new behaviors with 
regard to time. 

The good news is that time management is a skilly like typing 
or riding a bike. Like any olber skilly it is leamable with practice 
and repetition You have the ability, right now, to develop the 
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habits of oxeUcfU Ium manage me at ia ovey am of your Lie (t 
b simply d matter of RtttiriK started^ thea persbtiag uatil yuur 
aew tiaie aiaaagemeat habus are permaneat 

Tune managcaicat is your key lo personal eflectiveaess^ self^ 
esteem^ self respect^ and g rea ter persoaal productiviry and i^fh 
pm ess. With time management^ you tan overcome any obstacle 
and adiieve any goal With occcileat time mana^meat skills, 
you caa take LOCDplete control over your life and your future 
Time mansgement is your key to unlimited success. 

M ibr m# maple Ml wV 

M aouma Miear; and >iaf you Aa^ M Aay ih >wr own hands, 
and may maka usa a/ M momanf >ou bam la coiWol >ouf 
ihoogni^'" 

— NAnO.ECN«l 

Action Exercises 

1* Select one area where berter time maaagemeat skills can 
help you to be o>ore eftetthe and get more done. Etesohe 
to go to work oa yourself m that ares immedistely 

2* Tbink back on a tune when you were perfbeming at your 
btet Recall and replay the ptcrure of this experience in 
your mind whenever you approach s new task 

Iklk to yours elf positively all the time. Repeat affirmations 
such aSf ''I uae my time effiaendy and well^'' 

4* Imagine ibal everyone around you la lookmg up to you 
as the role model of personal efbeiemy, and that they are 
going to organize their days the way you organize yours 
Act accordingly. 

5* Ibink about teaching a course m tune management to 
your friends and colleagues. What would be the most im« 
portant dun^ you would want to teach them? 
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6* Dettnmne the aitu of your vp^jck chat grvtr you Che most 
setisfaLCion, and make plans to become even o>ure pro- 
ducbve in those areas 

T* Resohv today that you are gucnf^ to work and practice 
until you become one of the most eChaent effective^ and 
productive people in your field lUe action immediately 
on your resolution 
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Mastering Time 
Through Goals and 
Objectives 

‘You »o cart you want. You cart on your 

ottocVvos. t^rgots. aims, and Mstf>aSOiri *' 

— W CLEMENT STONE 


qp 

I be most important wucd in pecsunal eflectivenesa la tbe 
word ckmty. The starti/iK point of Time Power la fur you 
to develop absolute clarity about your goala and obiectivea The 
most common tuDe waster and biggnt obatade to success in bie 
b losing sight of what yuu are trying to accomplish^ or forgetting 
wfast you set out to do (n The Devti^s DlcUoftary, author Am* 
brose Bierce wrote, '"Fanatitism la redoubling your eftbris after 
yuur aim has been fbrgorten " Many people are working hard 
every day^ but they bave r>o clear idea of their real goals and 
object hes. 

Time management^ more than anything else^ requires you to 
plan and organixe your time in such a way that you accompliah 
yuur most important goals as quuJdy aa possible. Orgaruang 
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yuur Roals and obiKtivea dearly^ and by pnonty^ and then wutk« 
ing with single-minded tbcus on the OM>st important things you 
tan possibly do to adueve them^ is the bey to using your time 
effectively and well. 

Jorn the Top 3 Percent 

As it happens, fewer than 3 percent o( people have clear, wnrten 
goals, and they are usually the most successful in every held. Lt%s 
than one percent of people rewrite and review ibetr goals on a 
regular basis. In an article ( wrote for a national publication in 
1990, the publisher bigbligbted the words, ''If you do not 
goals for yourself you are doonsed forever to work tor someone 
else.'' 

Thst la iust as true today as it was then. 

In your career, you can work to achieve your own goals, or 
you can work to achieve the of another person or com- 

pany. The very best situstion occurs when you are achieving the 
goals of your company or ocganuation while you are athieving 
your own personal But in every case, you are always work- 

ing to adiieve goals of one kind or another 


The Master Skill of Success 

Goal setting is the master skill of success. Your ability to tlearly 
and systdDatically treste goals, and to make plans for their ac- 
tomplishment, will help you to aLhitfve success and happiness 
more than any other you can develop 

Goal setting is not complicated It begins with a pad of paper, 
a pen, and you. Wnting your goals down dian^s your life, some- 
timn in dramstic and unorpected way^ As motivational speaker 
Zig 2 iglar says, " Vritten transform you fro m a wan^enf^ 

gen^c^ity into s 

The very act of commirting your goals tD psper programs 
them into your subconstious Your subconscious mind, in com- 
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binaLon wuh your superconscious mind^ then Run lo woric on 
yuur fpeis tvpmty^fuur hours a day^ e%m while you are sleeping 
You begin to artract people and cirrumatancea into yuur life in 
harmony with yuur goals You ^t ideas and insights that can 
help you. You cucDe asross artides and bools with solutions to 
yuur problems You begin tu experience a flow of energy and 
exLitecDent that dn>es you forward 

Until you have practiced goal setting on a regular basis^ you 
may be skeptical about its power to tbsnge your life But after 
you have tried it^ along tbe lines TIJ discuss bere^ you will be 
convinced Your whole life will change* 


Increase Your Achievement Rate 
Exponentially 

(n February 2003, CS4 Tbdoy ran an article discussing New Year's 
resolutions. One year before, the newspaper had interviewed 
people about their resolutions for 2002 . (t divided the respon* 
dents into two categunes those who had written down their 
resolutions and those who had just thought about them 

One year bter, only 4 percent of the people who had made 
resolutions, but not wnrten them down, had cnade any changes. 
But 46 percent of those who had written down their resolutions 
had followed through on them. This is a difference of 1,100 per« 
cent in the rate of success and achievecDent of>lainable by the 
simple act of writing tbe resolution down on paper 


Essential Qoal*Setting Principles 

There are several essential principles of goal setting that dramatic 
tally affect the speed at whid achieve your goals. These are 
principles that you can return to and practice repestedly fur the 
rest of your career 
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Principle 1 : Dream B 19 Draamat 

Only biK dreams have the po^p^ to mobvate and inspire you 
loTvard Ihe fulAUmenl of your full potential. Ofiiy big dreams 
liberate yuur imaginalion and energy^ and gher you the dnve tD 
overcome ihe obatacin and diffiLuilies that you anil of>erience 
on die patb lo yuur goal. Only big dreams tan keep you exciled 
and arorking enthusiaslically ewry day toward iheir aLLomplish^ 
meat. 

Vhen you set Roals^ practice Id^ahzckilon. Imagine that you 
have no limuationa on what you can do, have^ or be. Imagine 
yuur goal as if it were perfect in every reapect when you set it in 
the hrat place. Don't allow yourself to think of all the reasons 
wby it may not be possible tor you to achieve this goal at this 
bme Put those mental roadblocks and occuses aside. Set your 
goal as though you could achieve anything you want, as long as 
you are pertetdy clear about what it is. 

Principle 2: Writa Your Goals in ths Prassnl Tanas 
Your goals must be in writing, in the present tense, as though 
they already eaisL Your subconscious only accepts commands 
that are worded in the present tense^ such as, ''1 weigh 150 
pounds/' or ''1 earn 1100,000 per year/' or "( Ihe in a beautiful, 
}, 5 tKksquare 4 bo<, custonxJnigned home " Each of these 
begins wiifa the word "T* and is fbUoared by an action verb. This 
is the Osteal and must direct aray to aLtivate your subconstiuus 
mind and hameas your supermnscious powerv 

Positive, present^tense goals program yuur subconscious and 
build faith and conviction that your goal is realijable The more 
often you read and repest your goal, the deeper you program it 
into your mind, and the sooner you begin to becume absolutely 
convinced ibal you will sttain this goal, oactly when the timing 
is right for you. 

RwwrUw tbNP Goals Daify 

My favorite technique for programming my goals deep into my 
subconscious cmnd is to rewrite my goals in the present tense 
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nch day ui a spiral rKXcboulc I learned thi« technique many 
yeara agu I was absolutely aatonisbed at (he speed at whidi my 
life began (u impruve when I began to rewrite my goals each day 

The best time to rewrite your guals is 6ru thing in die mom* 
ingj befuce you start your dsy. Tins excrebe only cakes about 
five mimjces^ but writing otic your goals acUvates all your mental 
powers 50 that througbotic the day^ you will be more sensuhe 
and aware to possibilities and opportunities to adikve those 
goab. 

Affirm Your Goob Kegularfy 

There b a wonderful technique for goal attainment tailed the 
Standard Affirmation Technique Tb use thb method^ you get a 
stadc of three* by five*indi index cards and write out your 
in the present tenae^ one per card^ in large letters. 

Each day^ and throughout the day^ take out your stadc of goal 
cards and review them^ one at a time. Aa you read eadi goal, 
concentrate on ifae words on tbe card as though you were trying 
to photograph them anth the lenses of your eyes. Think about 
one or mcjre thin^ you could do to adikve that goal. Then ^ 
on to ibe next card 

Vben you combine the two methods^ writing and rewriting 
your goals daily in a notebook, and regularly reviewing them on 
index cards, you begin to believe that theae acbievable 

You eventually convince youraelf at a deep subconsoous le%el 
that the attainment of these goals b As you become 

more and more conAdent that your goals anil soon become rcaL* 
ties, you begin to move fester toward them, and they start to 
mover faster toward you You activate more of your mental pow* 
era. When you practice either one or both of these methods for 
thirty days, you will be astonished at tbe changes that will take 
piar#* xn your life. 

Principle 3: Koap Your Goals in Balanca 

Your goals must be in balance and covu the three most impor 

tant areas of your bie. They must be in harmony wiib eadi olber. 
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nol contradiLlory. JuFt aa a wbetl muFt be ptrfeclly balanted to 
rotate smoothly^ yuur life muat be ui bala/ite as weU for you to 
feel happy and effettive. 

WbsitDo You Reatfy Want? 

The fir^t cypea of goals you need axe business^ career^ and finan* 
Lial goals. These aitr die tangible, measurable thinp that you 
want to achieve as the result of your eftb/ls at spwIl These arv 
the "sphat"' that you want to accucnplish in life With these tangi^ 
ble goals, you must be absolutely tlear about how much you 
want to earn, and in what time period you want to earn it You 
must be tlear about how muth you want to save^ invest, and 
atxumubte^ and when you s^nt to acquire these amounts. Re- 
member, you onY hit a target that you can't see. 

WbyDo tbN ^nt to Achieve Your Goah? 

The second types of goals you need are your personal^ family^ 
and health goals. In reality^ these artr the most important goals 
of all in determining your happiness and well^bein^ These are 
called the '"why" goals because they are the reasons you want to 
adiieve yuur business, career, and financial goala They are your 
true aim and purpose in life. 

Many people become so involved with their wurt and a- 
rcera, and tfaetr financial goals, that they lose sigbt of the reasons 
wby they wanted financial success in the first place They get 
their prioruin mixed up. As a result^ tbetr Ihos get out of bal- 
ance. They start to feel stressed and drhen Sometimes tbey be- 
come angry and frustrated. No matter how hard they smrk to 
adiieve business and financial goala. they don't seem to enioy 
any more peace^ happiness, and satisfaction in life. They need to 
get their goals back in the right order of priority and realise ibal 
adiieving work and financial goals are the means to the end of 
enjoying family and relationahip goals. They are not tbe ends in 
themselves 
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Muir Or foil i4cMer€ fo»r GoObf 

Tht thinl typc& of yuu retjuirtf are your penunal and pn^ 
fesaiuoal Rruwtb and de%e4opcDem These are the "how" 

Roala. Leanunf^ and priLtking new skills and behaviors are bow 
you aLhieve the "what"' in order to en|uy the '"wby/' By working 
on yourself, you become the kind of person sd^o is capable of 
adueving your busineas, career, and financial goals. As a result, 
you can achieve and en|oy your personal, family, and health 
goals ^ster and easier By working on all three types of 
Simultaneously^ you keep your life in balance and continue riK>v* 
ing onward and upward 

Principled: Kr>ow Your Major Definite Purpose 
You must decide what your ''maior definite purpose" is This is 
the one goal in your Life that is more important than any olber 
This IS (he one goal that, if accompUsbed, will allow you to attain 
more of your olber 

The selection of a maior dednite purpose for your life is tbe 
starting point of great sut Less This detisxon enables you to focus 
and contentrate your foenlal and pb^aical energies on a single 
pointy tbe one that can have the greatest positive impact on your 
life at this tune Deciding upon your maior dednite purpose^ at 
each stage of your Lfe^ is one of tbe major responsibdities of 
adulthood 

How to Decide What You Really Want 

There are several questions that you can aak yourself to help you 
determine your maior dednite purpose. Theae questions force 
you to think through who you are and what you really want to 
do with your life. 

* Wb^i wotild you do differerttlyfOr bcw would you cAu/\g9 
your li/e, if you won a mllhon doUofi In tbe lottery tofnorrow^ 
If you became an instant millionaire, taa iree^ what would you 
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do differtrnlly in your life trucD what you are duifig today? Wbal 
would you start doing that you axe not doing right fiow^ What 
would you stop doing^ What would you do oorc or lesa of? 
Where would you go^ Who would you see? What is the firat 
thange that you would make i£ you had s nullion doUara in ash 
in your hands right now^ 

Aaking this t|uestion of yoursel/ helps you to clariiy what you 
really want in life Most people hold themselves back and sell 
themselves short because they feel that they are limited or 
trapped financially Because of this feeling of limitation^ they 
never stt down and think through whst it is tbcy really want 
They develop selfdimiting beltefr They begin to see themselves 
as victims According to Dr. Martin Seligman of tbe Unhersity of 
Pennsylvania^ tbr/ develop 'learned helpleasness '' They fed 
that they are helpless and unable to change their situstkjns be* 
cause of their lack of money. 

But when you ask yourself whst you would do if you had a 
million doHaiv you are really asking what you would do if you 
had no /Mrs of fa$iuf€ You are forcing yourself to deode bow 
you would live your life if you had all the money thst you really 
wanted By imsgining yourself free of financial worries^ your 
mind dears and you see wbal you really s^nt to be^ ha>e, and 
do in the months and years ahead. 

* could wrUe^>our own bicgropby, what loould it tay? 

Project yourself forward to the end of your life^ and imsgine snit* 
ing your own biography if you could design your life in advance^ 
and snite your own stor% what would you want to happen in 
your life^ What kind of a person do you wwt ro becocoe? Whst 
sort of thin0 do you want to adiieve? Imagine that you could 
write the script of ywr osm life^ and if you srere not happy with 
the script, you could tear it up and write a new one 

Imagine that you could snite your own eulogy^ to be resd to 
your fixrnds and relatives at your furteral. What would you want 
it to say? Whst would you wwt people to think about you after 
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you pa&s away^ Huw do you wani to be rtuKcobtred by the most 
impunant people in your 

Wtttn you ask these questiorus ^nd iokagi/ie wnting yuur own 
life story^ or your own ubruaiy you free up your im/id to see 
wfaal IS really impunant to you. You develop a "longterm per« 
specuve'' and begin to beconx clear about what you reaUynM 
to accomplish with your life 

* Wb^i goal %ooidd you dor^ to S€t /or yoursf^if 

you knew you could nol /ail^ U you were absolutely guaranteed 
of suLcns in any goal, sbort^teriD or longterm, btg or small, what 
one goal would you commit yourself to accomplishing? 

Your mind is remarkable Something amazing happens bes 
tspeen your bead and your hand The very fact that you can write 
out a goal clearly on paper means that you have the abiliry to 
adueve it somehow. Your desire b the only real limit on your 
potential The only question is, "How badly do you want it?'' 

Your ability to idenu^ the one great goal that you would dare 
to commit yourself to U you were guaranteed of success is very 
often the best single indicator of your maior definite purpose. 
This IS the one goal you are meant to accomplish and that can 
have the most positive impact on your life 

» Wboi do you rtulfy love to do, at boms or at work? Wbat 
ghes you your greatest feeling of importance? Vhat accomplish^ 
ments ghe you your greatest sense of achk^ment and satisfac^ 
tion^ If you could only do one thing all day long, what one taak 
or activity would it be? 

Psycbologists have discovered that the acUvitin that give you 
your greatest feelings of self^teem are usually the tasks or dcuv« 
ities that you are ideally suited to do as a life's wotIl You will 
always love to do the things that you are osost likely to have the 
natural talents and abilities to do eairemely well. Organizing 
your life and activities around your special talents and abdities is 
the key to peak perform ancc and high achievement. When you 
find the job uc position where your special skills meet the needs 
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of the simation^ you will make mure progress in the nos two 
yeara than you may ha>%r made in ten years working at sucoething 
dae. 

* Wb^t ar^ your three most importorU ^oais in right 
now^ Use tbe Quidt method Take a pen in band and ghe 
yourself thirty seconds to quiddy wnte down your response to 
this question. When you write down your three most important 
goals in ibis fashion^ your answer will be as accurate as if you 
had thicty minutes or three hours. Your subconscious discards 
all secondary goals Your important aims or purposes will pop to 
the sur&cc of your mind and appear on the paper in front of 
you. 

tau can then asb^ "What are my three most pressing worries 
or concerns in life nght now?'' Give yourself thirty seconds to 
wnte down your answer 

Once you ha>e answers to both questions, you will have a 
snapshot of your current life. These responses will tell you a lot 
about yourself. Firsts your three will almost always be a 

financial goal^ a health goal, and a relationship goal. Second, 
your three will almost always be the solutions to your three 
main worries and concerns. In most cases, your three goals are 
the flip side of the com of your three worries. You can resolve 
your preblecDS by achieving your goals 

AnalyM Your Life 

Try this Quick List exe rcise in each key area of your liic. Quiddy 
wnte down your three most important business, ^mily, health, 
and financial goals You can ghe this oercise to members of 
your ^mdy or your coworbers as welL Grve them thirty seconds 
to wnte down the three most important goals in their life. 

Your three problems or womes represent your past, or 
where you are coming from or wbal you are moving away from 
Your three goals represent your future, and what you are moving 
toward, bolb consooualy and unconsciously Wlien you ask 
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yuurwU ibese questions regularly^ yuu will enjoy erver^reater 
Llanty about who yuu arv and wbat yuu really want. You will 
Ret more and more ideas to achieve your goals and solve your 
pruUems. 

* Wb^i specific steps wiil }^u bctve to Uske to tkcbUve your 
most important goais^ A goal that is not accompanied by a de* 
tailed^ organ oetl list of actions that must be taken to aLLumplish 
it IS like trying to build a house without a blueprint. Tlie more 
detailed your plans of action, the cx>re likely you are to achiere 
your goals^ and in a sborter period of time. 

Imaging No UmitaHona 

Here is a simple but poweriul evef riM* to identify your and 
organise your Lie Take out a sheet of paper. Write down every^ 
thing you would like to accompJisb in your business and per« 
sonai life over the nort five years. Imagine that you have no 
I i out at ions of time ^ money^ talent, people, resou/cn, or abilities 
When you write out your goals, imagine that whatever you write 
down IS possible for you, as long as the Roal is clear. 

^u can conduct thtseiercise as a brainstormingsession with 
the members of your staff or with other key people. In your 
business, you can write down everything you would like to ac« 
cumplish orer the nort five years regarding sales, growth, profit^ 
abilicy, people, products, services, processes, and market share. 

You can conduct this earrcise with your spouse at borne. Sit 
down together and write out everything that you would to 
be, have, or do in yo urines together over the nort five years, or 
even longer. 

In the Bible it says, ''Let there be light '' The more time you 
tD write out every possible goal that you would like to 
adueve sometime in the future, the greater light you will have in 
your life. You will be far more knowiedgeable and aware of what 
it is you really want to accomplish in the CDonths and years 
ahead. 


. tCMi M 



Msftl^Nng T1n>e Throii^ Goal6 and Objactlvaa 


37 


As you write down yuur goals, chink about che things you 
have always wanted to do in tbe past but nasy bave given up on 
because of consmnu of lime« money^ mamage^ or other fiacton 
Whtn you wnte^ let your UDaginatlun run freely Concentrate on 
writing out as many goals as poasible^ without worrying about 
whether they are achievable, logtoi, or reasonable Just get them 
down on paper 

Organiu Your Goals by Priority 

Once you have written out your Ibt of goals for the foreseeable 
future^ go bath over the list and organise it by priority. Put an A, 
or C in front of ead) of the An ''A'" goal is socDething 

that is especially important to you. It is a goal that you would 
really like to achieve and would make you tremendously happy 
if you were to attain it 

A ''B" goal is something that jou would to athieve and 
would en|oy acquiring if you were successful. It is important tD 
you^ but It is not quite as important as an ''A'' goal 

A ''C* goal is something that would be nice to aLtomplish, 
or nice tD have or do^ but it is not as important as an ''A" or ''B" 
RoaL 

It is only when you write your goals down and compare them 
against each other ibat you dnelop absolute clarity about ibeir 
relathe importance to you 

SbIbcI ytur Most Important Goals 

naruier all of your ''A'" goals onto a separate sheet of psper 
Review these snd organize them by writing ''A^2," 

and so on next to them. 

Select from your ''A* ' list tbe most important of all goals^ the 
one gual that could have the greatm positive impact on your life 
if you were to achieve it. Ask yourself, ''If 1 could achieie any 
goal on this list^ whidi one goal would give me more happiness, 
salialaction, and rewards than any other?"' Thb becomes your 
A 1 goal 
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Vurk thrvugb the ''A*' bst by a&kiriK younelf this question 

( could only accomplish ont more goal on tki« which one 
goal would il be^" This becufoes your ^2 goal. Tlien ask this 
question again and again, until you have organised all of your 
''A'' goals by priority. 

Finally your A«1 goal^ tbe most important goal o( all, 
and write u down at the top of a new page This goal becomes 
your CDa|or definite purpose tor the foreseeable iutuie 

Mako Dotailod Plans of Aclion 

The neai step is to make a list of every single action that you can 
think of that you can to achieve your most important goal 
You should come up with at least ten or twenty diflerent things 
you could do to accocDplish this 9ial. When you have written 
down everything that you can think of, you then organize this 
list of activities bywruingan 'A/' "B/' or ''C" in front of each of 
the Items Ask yourself "lf( could only do one thing on this list, 
which one action would help me to achieve this goal more than 
any other^"' Finally go back and you write A-1, A^2, A^, until 
your list of activities is organised into a plan of action, from be- 
ginning to end. 

Ybu can repeal this esreise with each of your "A"' goals 
Vrite the goal in the present tense at the top of a sheet of paper 
and then discipline yourself to ^nerate ten to twenty specific^ 
concrete actions that you can take to adueve that 9 ial. Organise 
each of these lists by priority^ using the A^B-C method Thisentue 
eaer^ise will only take you between one and two hours, perhaps 
on a Sunday afternoon But once you have accomplished it, you 
will have a list of clear goals^ organised in order of prioncy, com- 
bined with a senes of action steps organized by priority. 

W^ith this set of and plans, you will have moved yourself 
inro the top 3 percent of people in our society. Ybu will ha>er 
taken control of your future. You will have grasped the steering 
wheel of your own life and turned it in a different directioru 
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Vhat will happen to you aa the mult of thia exeroae will abeo 
lutely amaae you. T^ u and see 

Turbocharging Your Goa I •Achieving Ability 

There are ftve techniques thal you can practice to accelerate the 
speed at which you achieve your goals These methods will ''tur« 
bochar^'* your energies and abilities and allow you to accom^ 
plisb ino/e in a shorter period of time than you ever thought 
possible Itseae cechniqun are tO: 

1 * Visualize your pual as a reaLry 
2* Positively afiirm your goal as accomplished 
Accept complete m puns ibdiry for xesui Is 
4* Step out in faith 
5* Do something daily 

Visualize Goal as a Raality 

Create a clear mental picture of your goal as if it has already been 
realised. Imagine your goal as though you were already enjoying 
the finished xesuh Close your eyes and think of what your goal 
would look like Think about the land of person you would be if 
you had achieved the goal. Think about how much you would 
enjoy ibe achie^ecDent of that goal or obiective. This ability to 
visualize is one of the great powers of the human mind Your 
subconscious makes your outer world consistent with your inner 
world To activate this power^ you only need to create a ''mental 
equivalent'' of what you want to aee in your outer life Your sut^ 
conscious will do the rest 

AcHvai€ the <tf Attraction 

As if you were running a asovie projector^ you should play and 
replay this picture continuously on the screen of your mind This 
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picrurt will then activate your subconscious and tn^ct the Law 
of Attraction. This law says that you arc a ''llvifig and 

that you inmtsUy attract into yuur bib tbc ideas^ people^ and 
resources that you need to adiicve your iDust intensely desired 
Roab. 

Change tbur Beh^ 

The law of Belief says Whatever you beUeve, wUb cont^c^ron, 
becomes your recU%ty. You do not believe what you see^ but you 
see wfaat you already belk^. There is a one-toKjne relationship 
between how intensely you believe ibat your goals are adiievable 
and how rapidly ibey appear in your life. As William James, the 
renowned Harvard prolnsor and pbdosopher, said, '' Belief oe* 
ates the actual fact.'' 

The Law of Mind says Thoughts objectify tbemseives. When 
you replay the picture of your goal repeatedly in your constious 
mind, you begin tobebcve wiib eter^increasinginterwry that the 
Roal IS sthievable for you As your belief grows^ your goal begins 
to pbysital form in your external world sometimes far faster 

than you can irnsRine 

Poailivoly Affirm Your Goal as Accomplished 
Create a dear statement or affirmation of your goal as already 
aduevetL Enthusiastically repeat this statement to yourself. 
Imbue your statement with emotion, conviction, and emphasis 
As )ou repeat this positive afirmation, you imprint this com* 
mand to achieve the goal deeper and deeper into your subcon^ 
scious mind. Use personal language^ such as ''I earn 4^5,000 
peryrarl" Or, "I weigb 175 pour>ds/' or "I am an outstanding 
salespcraon " By using affirmations, you can totally rep r og ra m 
your thinking about yourself and your goals. With affirmations, 
your potential becomes unlimited 

Accept CompiBtB RMponsibility for RmuIIs 

Accept 100 percent responsibility fur doing everything that is 

net ess ary to achieve your goal Repeat to yourself^ "If it's to be, 
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its up (O cDe/' Refuse ru maktr ocuses fur not fn^kins pcoRms 
Refuse to rationalize or explain away yotir lack of success. Refuse 
lo jusli^ die reasons tor your problems and obstaLln. Instead 
accept total mponsibiliry tor achieving your goal Become tc^ 
lally selt-relianl 

Here is an interesting discovery. Vhen you atcept co mplete 
respunsibxlxry fur at hxeving your goal f people anil emerge ro help 
you and guide you along tbe palb to your sucens But when you 
make o:cuses, blame othera, and expect them to help you, they 
will Ignore you and avoid you Vhen jou look to yourself 
you are far more Lkely nut only to be more successful^ but to 
attract into your lite tbe support of the people you need If you 
look to olber people to belp you achune your guala, you will 
almost always be disappointed 

Step Out in Faith 

Once you are clear about wbat you want, the next step is to act 
as if it were impossible to ^il. 

As Thoreau said ''Go conEdently in the direction of your 
dreams " Act as though achie ve m e nt of the goal was absolutely 
inevitable. Carry yourself in your daily activities anth others^ in 
everything you do and say^ mactly as if the achievement of your 
goal guaranteed by some great power. 

Do Somathing Daily 

Do sumething every day that moves you toward your major goal 
or goals By tbe yard it's hard^ but indi by indi, anything is a 
cinch. When you do something every single day that moves you 
closer to your goal^ you eventually develop an unshakable faith 
and belief that your goal will ultimately be achieved 

In the final analysis^ every goal^setting oercise must be re* 
duced to specific^ conoete action steps that you can take to 
adikve the goaL If you do just one thing each day, no marter 
how big the goal or bow far away it may be^ this single action will 
keep you motivated and focused (t will keep your subconscious 
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fmnd stimulated and acti>^. Daily mo'ement toward your goal 
will energue you and uitrease your conEdente 

Achieving Income and Career Goals 

Here are five kry ideas for setting goals for yotir income andyuur 
career: 


1 * Focus on customer suti^octton^ Everybody makes a living 
by serving sonxone else. Whatever jou do for a livings you are 
alwa^a in the business o( customer sacisfattiorL Your |ob is to 
determine your most impunant cuatomera, inside and outside 
your company and then dedicate yourself to serving them better 
and foster 

Who IS your customer Your customer is the person whose 
saufoction detenmnes your success in your career It is the per« 
son who depends on you for something that you do for them 
Ybui customer is the person you hare to please in order to be 
paid fDore and promoted foster 

(n business, your boas is your primary cuatocoer If you 
please your boas by doing the thinp that ibis person wants or 
needs, you will be successful If you please everyone else in your 
company but you don't please your boas^ your |ub will be in 
ieopardy. What does your boas need to be happy with your per« 
formance^ 

(I you are a manager, your atafi members are a l so your cu^ 
tomers. Your stafl has been entrusted to you to help you achiere 
your goals of satisfying your customers In order for you to do 
your |ob aatufoctonly^ your staff must he happy with you and 
with the way you treat them The rery best bosses hare the hsppt^ 
nt and most productive staff members Who are your most im« 
po riant atafi membera^ 

Your coworkera and colleagues^ over whom you have no di« 
reel control or influence, are also your customers. Their help^ or 
laiJc o/belp^ can hare a ma|or impact on your ability to do your 
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job well. Who axe tbe people around you wboae support and 
coopention you require to Ret your |ob done well? 

The pruDary customer for your business is die peraon who 
purchases and uses your product or service. Your ability to satisfy 
this customer's w&nts and nee<k in a tunely iashion^ at a reason^ 
able pnee^ and at an appropriate level of quality^ is tbe bey not 
only to your success^ but to the survival of your entire enten 

prise. 

2* Find out wbut yow customerz woM Keep asking youn 
sel(, Who is my customer^ How does my customer define satisfu^ 
tion^ What value does coy customer **vp>**^^ from me^ How do I 
best please oy customer^ 

Every company that is succeasfol is continually asking lO cu^ 
tomers^ ''What can we do to please you betteH What can we do 
to satisfy you even more non time^" Every individual should be 
asking these questions as w^li 

One of tbe biggest problems in the world of work is that 
people are not clear about oactly wfaat they need to do to satisfy 
their bussn. One of the best ifain^ you can do on a regular basis 
is to go to your boss and ask, "Why am I on the payroll? What is 
the most important thing that I do around here, from your point 
ofvlew>" 

Ybu can be doing your |ub msraordinaniy w^li, but U what 
you are working on is not important to your boss, you will sctu« 
ally be sabotaging your career However^ if you do the one oc 
(vpO things that are most important to your boss^ those actions 
that generate the highest leveb of "customer satisfy don" in his 
this alone can advance your career faster than anything else 
you could do. 

Tb succeed at work^ must ask yourself repeatedly, "Why 
am I on die payrolD What results have I been hired to achieve^" 

9* Determine your primary cuiput respofutbilittes. Cotuin^ 
ually ask yourself^ your boass and die people around you^ "Wbal 
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are my primary output reapofuibilitiea^" In olbet wurds^ v^bM 
are you expected to produce aa the result o( your apuck? 

Thoe are three tvays of deAnifig an output respucu4bxlity. 
Pirn V) output responsibility is measurable^ concrete^ af>ea£c, 
and It tan be deiuied clearly on paper. You can attach a number 
and a standanl of pecfurmance to it An output responsibility is 
a certain quality and quantity of work tbat can be defined and 
measured by an obiective third party^ including your boss. 

For example, "getting along well wuh others'" iS not an out* 
put responsibility It may be a netnsary activity for you to per* 
form your )ob^ but because it is neither measurable nor conoete, 
it IS not a key determinant of your success or failure 

Second, an output responsibility is something that ts under 
your control (t is soniething that you can do from beginning to 
end It does not depend on someone eke. 

Third, an output /%%ponsibdiry is a task or result that serves 
as an input tor someone else. In other worthy every output that 
you produce servn as an input to sooKone else It becomes a 
part of aomeone else's |ob. For example^ Uyou make a sale, that 
output becofixs an input to your organization, which cmist r>ow 
produce^ delher, and service tbc product 

Consequently^ each product or service that your company 
produces beconxs an input to the Life or work of sofoeone else 
(t your company manufacnirers computers or photocopiers, 
those machines becocpe the outputs of your organisatkMi and 
inputs to other organizations, which then use tfacm to produce 
outputs of their own. 

The questions fbr^ou to ask are: "'Wbo must use what 1 pro- 
duce^ What does it to please the people or organizations 
that have to use wfaat I produce? How can I best satisfy my most 
important customers^" The most successful people and organi* 
zations are those who please the greatest number of their cu^ 
tomers by giving them what they want, in the way they want it, 
at prices they are willing to pay 
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4 * Determine resuft afws. (n serrti/iR buiincM and 

carecfr goals^ you must be cofuifiually asking, 'What ar? my key 
resull areas?"' Itsts is an nsentiai qumkm for business and 
rear success. Whal is il (hat you and only you can do dia(, if done 
well, will make a real difterence toyourorgancsation uc will yield 
eAraurdmary results? 

Think of a taak dia( only you can do If you do not do u, It 
will not be done by anyone else. But if you do it, and do it speli, 
it can make arealcuninbudon (oyouraeUandyourorKarusatiofL 
There are seldom more than fhe to seven key resuU areas in 
any |ob. Your ability to perform well m each of die key result 
areas of your partiojlar position is tbe key to your overall sue* 
ens You could do many of your tasks in an excellent tehion, 
but if tbey are not among your key result areas, they could actu* 
ally be harmful (o your career The time you spend on them will 
you sway from doing tbe vital few things that your success 
depends on 

Apply die 80/20 rule to e^rydiing you do. Just 20 percent of 
the things you do will account for 80 percent of the value of 
your work It is essential that you work on tbe top 20 percent of 
activities that account fur must of your results. 

5* Praettee mofMgemeni by cbfecti^s One of the most ef« 
fective forms of corporate goal setting is "^management by objec* 
tives." Tbts technique should only be used with competent 
people— tfaat is, with people who have mastered the Job and 
know what needs to be done. This method requires that you 
entrust an entire task to an individual 

There are four steps to management by obiecuves. First, de« 
Ane the desired goal or result clearfy, in discussion with the pen 
son wbo will have the responsibility of adiioving it Take the Lme 
to agree oaedy on wb{it is tD be accomplisbed 

Second, discuss and agree on the plan of implementation 
What steps will be taken to accomplish the goal^ How is It to be 
done? How will you measure success? What standards of pen 
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formzMt will you use? How will yuu know that tht |ob has been 
done welJ^ And especially, what will be the consequences for 
doing or not doing the ]ob in an effective and timely way? 

Third, agree on a bine of compktionf and set a scbediile to 
review progres and problems When is ibe |ob opected to be 
finished^ The setting of clear deadlines and schedules is a vital 
part of mana^menc by objectives. 

Fourth^ leave the person alone to do the |ob Once you haw 
assigned a dearly defined |ob with output responsibilities and 
standards of peiformante to a competent person^ leave the pen 
son alone to do tbe |ob in hia own way. 

The key to delegation is to delegate tbe taak completely and 
refuse to take it back Do not interfere. Cw whatever advice, 
guidance^ and support is necessary for the person to do the fob, 
but make u clear tbat the |ob is the responsibility of that person 
One of the osost powerful ways to build competence^ con£« 
dence^ and ability in other people is to assign complete respocisi^ 
bdiry to them for the achievement of an important task When 
people know that they are completely responsible^ it gtves them 
a greater sense of personal power and control. It builds initiative 
and resolve It develops persistence and determinatiofL It is one 
of the most powerful of all people4>uilding tools available to par« 
ents or managers. And^ u is a great saver 


Achieving Your Qoais Faster 

Thse are four important thinking tools that you can apply to the 
achievement of any goal The application and use of these toob 
gready improves your competence and ability to accomplish the 
goals tbat you bave set for yourself, and fur your business 

1* Bemeve tbe obUactes Identify tbe obstacles tbat stand 
between you and your goal What is bolding you back from 
achieving your goal^ Why haven't you achieved it already? Write 
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down every single obstacle oc difficulty ifaat you dunk is luniting 
yuur ability to achieve the goaJ that you have defined 

These may include intttnal obstacles^ or obstatles within 
yourself They may be eaiecnal obstacles, uc obstacles that are 
treated by circucnstances or the situation in the sporld around 
you. 

Onte you have determined ibe obstacles that are holding you 
back, idenn^ and determine your single largest obstatle. Wbat 
is the ma|or obstacle that is standing in the way of your cofoplet^ 
ing ibis task? Resolve to go to work on this one obstatle and 
concentrate singlesmindedly on it until it ts removed. 

Peter Dnidter said f "(n mery complex problem, there is usu* 
ally a aingle large problem that must be solved bekjre any olber 
problems can be solved " Your |ub is to idenli^ the biggest sin« 
gle problem or difficulty that is bolding you back and then focus 
on solving that before you get sidetracked by smaller problems 
and difficulties. 

2* idenitfy^^cur UmtUt^ sXefi In the accomplishment of al« 
most any goal (wbedier it's increasing your income, doubling 
your sain, or losing weight) or tbe completion of any ]Ob, there 
is usually one step that determines how fast you can get from 
where you are to where you want to go. This is tbe bottlenedc or 
choke point in the process. Your ability to identic and remote 
this botllertedc is one of the most important techniques for effi* 
ciency and e&ctiveness that can mo>e you toward the achieve* 
me nt of your goal faster than any other action 

Tbe 8&20 rule applies to this principle o/consnints^ orlim^ 
iting Actors, in a special In this case^ the 8CV20 rule says that 

''Eighty percent of the reasons that you are not achieving your 
goal are contained within yourself^ or your company.'" Only 20 
percent of tbe constraints on your ability to accomplish what you 
want are contained in oxemaJ circumstances or the environ^ 
ment around you. 

The starting point of personal eftectheness is for you to, firat 
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o( ill, define your go^i Afid^ second, to ask youiael^ "'What b it 
in me that is holding me back?'* Vhen you look into youraeK, 
you will almost alw3^ find that it is the lath of a particular 
quality^ oc behavluc that is your main constraint on athieving a 
particular goal or result This is the ''what'* that you need to 
work on b efo re you do anything eke. 

D^termlns the kncwi^^^e and skills you will rt^uirs 
Identify the additional knowledge or that you require to 
achieve your goaL What else do you need to learn? What else 
do you need to knon^ Wliat k the most important additional 
knowledge^ skilly or experience that you require in order to 
adueve tbe goal that you ha>e aet for youraelf? 

As profnsumal speaker Lea Brown has said^ ''In order to 
adueve something ibal you ha>e never achieved beibre^ you 
must become someone that you have never been before/' Tb 
accomplish bigger and berter you will have to develop new 
fcitiii* and atquire new knowledge. You cannot achieve more 
than you are achieving today without developing youraelf to a 
higher level 

Remember, knowledge is power. But only priLtical know!* 
edge that tan be applied toward filing desired results is true 
power. Ask youraeIC ''What practital knowledge do I need to 
acquire in onler to ntove ntore rapklly toward the achun^mtent 
of my goals and the accomplishment of my tasks^' 

Sometimes ibe practical knowledge you need is in marketing 
and sain. Sometimes u is the of managing people. Soose* 
times it is the knowledge of strategic planning or organizational 
development. Often it is knowledge that is hard to identify, but 
discovering die critical knowledge jou need and then going to 
work to acquire it can ha>%r an inordinate impact on your results 

4 * Dstsnnlns lbs psofds whoss help you unll nssd Identify 
the people whose help^ support, and cooperation will be nece^ 
sary for you to achieve your goals, both personal and business^ 
related Whose help do you need^ Who can help you to get to 
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tht Roal? Who Lan block you £rucD achieving your goal^ Who do 
you need lo work in cooperation with to achuntr your goal in a 
lunely faahion? 

Often when you aet a goal that la going to cake a lot of 
your time^ you will need the cooperation and understanding 
of your family If you want to rise to a poaicion of prominence in 
your company or induatry^ you will need the cooperation of your 
boar, your coworkera^ and your subonlinatea. 

Think about the people wboae cooperation you will require. 
What can you do to get thecD to want to cooperate with 
What 15 in It for them? How will they benefit from helping you to 
adiieve your Roala^ Ahvaya atart with what others need and re* 
quire, then w^irk backward to identify what it ia that^ir need 
and require 

Asking Yourself the Right Questions 

Here are some final questions that you can ask to keep youraelf 
clear^ focused, and on track in the achie%ecx>ent of your goals and 
objecthea. 

Pirate you should ask regularly^ ''Wbal am I trying to do^" 
Exactly what is it that you are artempting to achieve as the result 
of your work and your eftbrts? Vagueness and fuBiness in your 
ansarer to this question makes it almost impossible for you to 
aebieve your goals on schedule. 

Second, you should a&k^ ''Kow am I trying to do lt^' Is your 
current method working^ What are your assumpeions? Are you 
assuming something that might not be true? Could there be a 
better way to achieve your goal than the method that you are 
currently usin^ 

Third, you can ask, ''What are my real goals^" How do these 
goals afftxt my personal Lie? Why am ( doing what 1 am doing^ (t 
is absolutely essential that you be clear about tbe real purpose 
behind your goals if you want to remain motivated and energized 
in your purauit of them. 
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Fourth^ and perhaps die o>uet impunanl question to ask is, 
'' Wbal IS my aim in Vhal is my aim m my work^ Vhat la my 

aiiD with my bmil)^ What do I want to aLLOCDphah as the result 
of betDK allve^ What do I realiy want to do with my bib^ 

Thne are questions that you should ask youraelf over and 
over again to keep youraelf on track 

Developing Absolute Clarity 

The starting point of management la for you to aLhieve al^ 
soJute clarity with regard to your Roala^ in every area of your bib 
and at every level of your buainesa. like a photographer^ you 
must continually focus the lens of your time and activitiea on 
nacdy the most important things that you are trying to accom^ 
pltsb and the reasons that you want to accomplish them 

All tune management require a dear, unarobiguous 

agreecxsent about and obiectrves Decide exactly what it is 
that you are trying to achieve and focus single^mindedly on your 
most important goals and activities This is the hrat step toward 
excellent time mana^ment 

dftp qo*gy tftal ood most pdrrw to wh, andtfiaf ^ 

dMre Id acMpva IL ** 

— NAPO.ECN4LL 

Action Exercises 

1 * Clanty is essential! Make a list of ten goals for the coming 
year in every area of your business and peraonal bfe 
Write in the present tense, as if you have alre^y achieved 
tbegoal 

2* Review your list and ask, ''Wbal one goal, if I achieied it, 
would have the most positive impact on my life, right 
now^' ' Write this goal at the top of a new page. 
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Set a specifiL deadlifie for thcf aLhufvtmcfnl of this RoiL 
Set sulxJeadli/m^ if necessary 

4* Make a liFt of ewrylhi/igyou can think o/lo <k> lo achiew 
ibh goal. As you think of new activitiea, add them to the 
Ibt. Keep updating your list until it is tocDplete. 

5* Organiae your list into a plan Decide what la iDost impor* 
lant Decide what must be done Arat, before aumethtng 
else can be done 

6* Determine the obstacles you will have to o>ercume^ the 
additional knowledge and ■^kiiig you will require^ and the 
people whose help you will need Be specJic. 

T* IKke action on your most important goal^ and molve tD 
do sucDething e%eiy day that moves you one step closer 
to achieving it. Never gi>e up^ 
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The Essence of 
Good Time 
Management: 

Getting Yourself 
Organized 

a MdnM»g/y9 your b»st to passes 

your Mods. Stamp irwVi your mafinocd. Lof&^Mdorfiy'Myot/r 
Iraamafk." 

—ORISON SWETTUABOEN 


qp 

I be diAertfice bet^seen svenge people and highly cfec* 
(Ive people a lhal highly effettive peupJe are much better 
ocganired when they wurk chan ocher> ExLellent penonal and 
pn)testiional ocganiaaCiun la a hallmark o( highly efleccive and 
welhpaid people. 

Foctunacely^ organmng la a akill, and all akilU are leamable 
You can learn to be an ortremely well organcaedf eAcienL and 
eflecnve peraon. When you do^ you will pruduce vaady more in 
Che aanx penod of Cime than the people around you. 
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One of Murphy's l^ws stales chat b^fof^ you can do onjh 
ibtng^ you bove to do someibit^ cUc first 

The orie Ihing chat you have to do first, before you can do 
any productive work, la to get youraelf organized completely. 
The core function of Rood time management la planning and 
organiaing youraelf^ and your work, for maximum productrvfty. 
It ts only possible to get the best out of youraelf when you ha>%r 
brought togecher everything you need before you begin work 
You roust then determine a place for everything and make sure 
that everything is in us place. 

Plan Everything in Advance 

The top 9 percent of high aduevera are all persistent^ coruinuous 
planners. They are forever wnting and rewriting their lists of 
goals and activicies. They think on paper and axe continually ana« 
lyzing and reevaluating their plans. 

I used to wonder why it was that so many successful people 
seemed to spend so roudi of cheir time planning. Over time^ I 
learned chat the more time you spend planning, tbe better and 
more foolproof your plans become. By continually xerwoclong 
your plana for achieving your goals, your goals become increas* 
ingly belufvable and aduevable 

As }txj think about and plan each step^ your confidence in 
your abduy to accomplish those goals increases When you break 
down even the biggest goal into ics individual parts, and then 
organiae those parts into a step-by^tep serin of specific actions, 
the talk seems mudi more manageable and under your control 
The fDore you plan, the iDore you program your deeper 
and d e ep e r into your subconscious mind, where it takes on a 
moUvaUonal power of its own. 

Get a 1 ,000 Percent Return on Investment 

The payoff frocD good planning is enormous. It is estimated that 
each minute spent in planning savta ten minutes in execution. 
1 b put it another way, your investment tn planning pa>a you a 
1,000 percent return on the time and energy you invest 
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(n life^ all that we really havr to sell ts our time. The more 
prwfuLlhe our tune usa^^ all things being equal, the mure we 
will eventually be paid Ybur |ob is to invest yuur tinx where you 
tan get the highest BOL> or ''return on life '' Where else can you 
get a 1^000 percent return on your invntment^ 

Sumetunes people say that they are too busy to sit and plan 
The bet IS that e%en i£ you force yourself to plan out everything 
in detail, you will And it hard to spend more than a fow minutes 
per day in the planning process. The only way ifaat you will ever 
treate the tune you need is by planning your activities carefully 
in advance Remember^ you save ten minutes for e%ery minute 
that you spend planning before you begin. 


The Reason for Most Failure 

Peter Drutber said^ ''Action without planning is the reason tor 
every foiluie.'' If you look back over the maior mbtakn you've 
made inyuurliie, ifaty will almost all have one bctorin commoiL 
It was that you niahed into the decision or situation without glv« 
ing it enough thought Ybu either did not get enough infbrma^ 
tion, or you did not take the time to weigh and balance the pros 
and cons before acting In every case, the foilure to plan carefully 
tan be very opensive. 

At the same tune, you will also dnd that almost every one of 
the most sutteesful accomplishments of yourliie, from planning 
a business start-up or a business project^ all the way through to 
planning a vacation^ was accompanied by a good plan^ worked 
out thorougbly in advance. The more time you took to think 
through what you had to do^ and ibe Iikt 4 y consequences of your 
actions, the more eSicient you were and the more satisfying was 
the end result 

The fact ts that the better and more complete your plans are 
before you begin, the greater will be your likelihood of your suc« 
tess once you start. 

There is an old saying: "Success is tons of discipline." One 
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of the best evrcbu in sel/^distiplme is fur you to take the tune 
to think throuRh and plan out e^ecyihinK you du before you 
befiin. 

Four Ideas for Personal Organization 

Here are four ideas yuu can use to help yourself Rtt organised: 

1* Neatness U akeybabtL Remectber that r^ ta tr^ t as la a key 
habit for personal p/uductivity You can dramatically increase 
yuur produtUvity and output simply by cleaning up and organiz- 
ing your workspace. You've heard it said that ''Order is hea>en s 
first law " Order is earth's first law as well You rwed a sense of 
order to feel re lazed and in control of your environment and 
yuur life. You actually get a feeling of pleasure and satisfaction 
each time you put some part of your life or work in order 

Vhen you clean up your desk or of6ce» yuu feel more on top 
of your work When you clean out your car^ you feel more in 
charge of your personal Lie. When you organise your purse or 
bnefoase, or even yuur honx and your closets^ you feel a 
more effective human being Yburself^teem goes up Yourself- 
confidence and self-respect increase You feel more powerful as 
a person. You generate more energy and foel an increased deter- 
mination to get on snth the |ob. 

2* Stand back and evaluate Here is a good oer- 

cise for you: Stand back f ro m your desk or work area and ask, 
"Wbat kind of person works at that desk?" 

Look in your purse or briefcase and asb^ "What kind of a 
person woubl have a purse or briefoase like tfaat^' Look at and 
in your car. Look in your closeL Look in your house^ your yard, 
and your garage and asb^ "What kind of a person would Lve tfxt 
way>" 

Would yuu entrust that person wiib an important t S F k^ Wliy 
or why not^ Honestly evaluate yourself through the e>es of a 
neutral third party. What do you see^ 
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(n a acnes oi intcrvufwa wuh senior executives, hffy out o( 
fihy*two of the respondents ssid chat they would not promote a 
perauo with a messy desk or a clurtered work environment Even 
if chat person was producing good worl^ these ocecutivn said 
that they would not crust a position of responsibility to a person 
wbo could noc get organized Don't let this happen co you. 

5* 89fu64 to nwk9 €XC%Mt Many people working in a n>easy 
environment use their intelligence themselves They use 

their clevemesa co luscify and ocuse themselves tor the messt^ 
ness of their workspscn. They say things like, 'I know where 
everything is ' Or they say rKMihumorous things sudi as^ ''A 
clean desk is a sign of a side mind ' 

However, e%ery time^and^rsotion study of efficiency in the 
workplace concludes that these are exercises in selMeluaion A 
person wbo says she knows where everything is turns out to be 
using a large ansount of her mental capaory and creathe enen 
gies remembering where she placed things^ rather than doing 
the )Ob. 

People wbo say they work well in a dutteied environment 
are usually wron^ If they worked in a neat^ well^organised envi« 
ronment tor any length of tune, they would be surprised at how 
much more effective and productive they were. If you or a per« 
son you know has a tendency to jusli^ and attempt to explain a 
cluttered desk or work area, challenge youraelf^ or the other per« 
son, to work with a clean desk for an entire day. The result will 
amase you. 

4 * Wo/i from a dean desJL Direct mail entrepreneur Joe 
Sugarman once wrote a boob explaining his five ruin tor sue- 
ens One of bis five prinoples was, ''End every day with a clean 
desk '' He made this a rule throughout his organization This 
policy forced all employees to work more efficiently and com- 
plete tbeir work by the end of each day. It made a ms|or contri- 
bution to success. 

Vben I learned tfais^ I introduced ibis rule into my own com- 
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pAfiy. I loJd ^fvtfryune lhat ibty would be opectcd to clean up 
theiT desks and lea>v them neat and orderly at the end of each 
day. When they argued wiib me, 1 told them that if they didn't 
follow thi« rule, I would go fro m office to office after they left 
and throw e^ecyihing on thetr desks into the wastebasket to be 
taken away by the night lanitors. I only had to fellow thnHJgb on 
this threat once befere everyone realised how serious I was 

One manager^ probably the messiest eaecuthe in my com* 
pany^ gave me every excuse possible fer working in a cluttered 
and chaotic environment. But 1 refused to listen or compromise 
He had no dwice but to clean everything up and put it away 
before leaving at the end of each day. Vithin one weel^ he came 
to me and apologised He aaid^ "All my bfe^ ( have thought that 1 
worked better in a mnay environn^ent In the last week, I ha>er 
accomplished two and three times as much as I ever accom* 
plisbed at work befere 1 am absolutely astoniahed at how much 
more I get done when e^wyihing is put in lO proper place 
throughout the day." 


Three Steps to Organizing Your Workspace 

Here are three things you can do to organise your workspace: 

1* dear your de$k. Begin your proc ea s of getting organized 
by clearing your desk of everything but the one thing that you 
are wt)rking on at the n>oment If necessary, place things in draw* 
oa, on the gedensa behind you, in the wastebasket, in cuf^ 
boards, or even on the fkxjr. Do whatever is necessary to rum 
>our dnk into a clear, clean, uncluttered work area, with jist one 
thing— the most important thing— before you when you begin 

2* Ass^mbU eiferythifig you need. Arrange to bave every* 
thing you need at hand before you begin any task. Just a 
good cook ^ts out all the ingredients necesary to prepare a 
dish before he begins, or a master craftsman arranges all of his 
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looU^ a pcolnsionalf you should assemble all the took of your 
trade befuce you start on a particular Job 

Crt all the irJormatluo and fUea you will need Get penss 
notepaper^ stlck^it notes, talculator, ruler, dktatir^ machine or 
recorder^ file folder^ and everything else you can think of before 
you LOCDinence work The rule is that you should be able to 
reach out and touch everything you med to do the job. 

HandU each piece of paper onfy owe Elesol>e to handle 
every piece of paper only once Make a decision to do amething 
with it when you pick it up^ and don't pick it up unless you are 
ready to act on it. It is better to slack it up and put it aside for 
appropriate action bter than to conUmialiy sbuBie and reshuffle 
it on your desk. 

How to Handle Paperwork 

Thse are four tfainp^ you on do with any piece of paper 

1* Throw U awa)> One of the best bme management tools 
at home or office is the wastebasket The fastest way to save Ume 
in reading anything is to Siinpty throw it away and not read it at 
all This applies to |unk maiL unwanted subsoiptlons to ota« 
logs, sales circulars^ and everything else that is not relevant to 
your goals. 

Use the wastebasket to get rid of reading materials that ha>e 
been hanging around tor months Ask yourael/^ " If I did not read 
this, would there be any negathe consequences^' If the answer 
is no^ then throw it away as as you can You can also ask 
yourself, ''If 1 ever needed thi« information^ could I get it soo>e* 
where else^' ' If the answer is throw it away. 

My rule for keeping my workplace dean k "When in doubt, 
throw it out!" 

2* Delegate tt to someone else. You can refer or delegate the 
Hadt lo someone else. When you pick up a piece of paper^ aak 
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yuurseU 1 / there is someone else who should be acting on this 
matter Is the/e someone else who can handle it better than you^ 
One of the ke)a to success in personal managereent is for you CD 
delegate everything that can possibly be done by anyone else. 
This is the only way that you can tree up your tune to do more 
of tbe things that are a>osl imporlanl to you and to your job. 

ft* Take personal acHon. You can take action on the piece of 
paper. These are the letters, proposals, and messages that you 
must personally do something about. Get a hie folder and pul 
the word "action'' on the tab. Even belter, gel a red file folder 
where you pul all of your action iteoss, and place it where you 
can see it clearly. 

Keep tki« action (older handy When you tocpe across sofocs 
thing that you r>eed to do something about, simply put it in your 
action file to work on later. If it is something to be done inunedi^ 
ately, action quicldy and put it behind you 

4* Fih it for future reference Tbu can Ale u away. But before 
you file anything, rentember that 80 percent of papers filed are 
never needed, used, or seen s gain Designating something to the 
Ales creates work BeAue you decide to put something in your 
Ales, ask yourself, 'Wfaat would happen if ( couldn't find this 
piece of paper^" What srould be the negative conset|uences of 
not having this inlbnnalion avaibble^ 

(f there are no negative consequences, or if you could get the 
information somewbere else, then throw the piece of paper 
as^y. Keep your desk clear, and keep your Ales clear as sp^. 

When 1 Arst began using the wastebasket to dear ofi my oc« 
cns papers, publications, and resding material, 1 tbur>d it clifA* 
cult But with experience, I (bund that very little that I have 
thrown awsy has been rweded again. The hsbit of throwing 
things as^y rather than saving and Aling them has been a big 
time saver for me, as it has been for many others 

The most important thing is that you take some kind of ac« 
tion on a piece of psper when you pidc it up. Do something, do 
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anytbif^ with the piece uf paper. Move it aloriR at least one step 
One of the greatest time wasters of all is tonlinualiy pitking up 
the saiK piece of paper^ reading u, putting it down^ and having 
to cocpe back to over and over again. 


Put Things Away 

Vhen you are finished with somethings put it away. Complete 
your transactions Finish your jobs Discipline yourself to stay at 
it until the fob is 100 percent complete Remember^ start with a 
clean workspace and end with a clean arorkspace 

There is something deeply satiafying and psychologically re* 
warding about taak completion. Your brain is structured in such 
away that you get an ''endorphin rush'' every time you complete 
a task of any kind^ large or small. The larger or more important 
the task is to you, the greater will be the feeling of happiness and 
eahilaracion you espenence when you complete it Each time 
you complete a task^ you condition yourself to complete subse* 
quent tasks. In no time at all^ you find yourself internally dnven 
and motivated ro start and complete more and more important 
tasks and responsibilities. 

Make ahabtc of dnishingwhac you start. Tkach and encourage 
others to dnish their work and put it aa^y as well. Especially, 
teach your cbildren to complete their tasks by setting a good 
easmple^ and by rewarding tbem when they do finisb something 
important One of the hardest behaviors tor people to learn is 
the babit of completing tasks and putting thin^^ away, but this is 
a habit that serves tbem all their Ihes. 


Time Management Tools and Techniques 

There are five time mana^menc tools and techniques that you 
should practice for maximum productivity and good personal 
organisation Each of tbem takes a lirde time to learn and master. 
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bul pays you back in p ta ter efficiency and efiKtiveness for the 
rest of your life 

As Goethe said, ''E^wyihin^ is hard before u is easy." Good 
habits are hard to form but easy to live with. Once you bsve 
developed them^ they betome automatic and easy. Tliey sca^ 
yuu for tbe rest of your car e er. 

1* Ust a time ploftp^er The first time management tool tfaat 
you need is a bme planning system that contains everything you 
need to plan and organixe your bie. The bnt tune planners, 
whether looseleaf binders or electronic versionss enable you to 
plan for the year, the months tbe week, and for each day A good 
bme planner will contain a master list where you can capture 
every task, goal, and retjuired action as it comes up. This master 
list then becomes the core of your bmcsplanning systecD. From 
this master list, you allocate individual Casks to various months, 
weeks, and days. 

The second part of the timesplanning systeco is a calendar 
that enables you to organize your time and plan several months 
ahead With the right systeco, you will be able to transfer indlvid^ 
ual items from your master list to the pact day when you intend 
to cocoplete them. 

The nort part ofyourtuDe^lanning system is a daily list This 
daily list is perhaps tbe single most important planning tool you 
can have. Some people call it a "ttxlo hst " Winston Churchill 
headed his daily list wiib tbe words, ''Actions This Day.'' 

2* Always work a Ast. Every eftectrve cxecubve works 
from a daily list. It is the most powerful tool ever discovered for 
maximum productiviry 

Lneffecbve oxcutlves, those who are overwhelmed wiib too 
many things to do and too Urtle time, either do not use a list or 
do not refer to a list if ibey have one in the first place. They often 
resist the idea of writing everything down. As a result, they frnd 
themselves contimiaily distracted by ringing phones, mlemjp* 
bo ns, unexpected emergencies, and e-mail requests 
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Whtn you creates your daily lk4^ you bcRin ^ wntifig down 
rvccy single cask tbat you ifuend to complele over tbe course of 
Che day. Ibe rule is that you will increase your efficiency by 25 
percent tbe vcy furt day chat you start using a list This nxans 
chat you will get onra hours of productive time in an eigbt^ 
hour day from che simple act oi making a bst of everything you 
have to do before you start work You can bring order out of 
chaos faster with a Ibc chan with any ocher time management 
tool 

(I ever you feel overwhelmed with coo many taaks^ you can 
immediately impose order on your bst by writing down every 
single thing you have to do for tbe foreseeable foture. Tlie very 
act of making a list of ten^ twenty, or thirty items allovpa you to 
nert control over your time and your bie. You inunediately feel 
more relaxed and conEdent You foel bade in charge of your 
work 

Once you ha>er vpritten up your daily liscs and begun work, 
new c s ^ ks and mponsibiluies will cocpe up Telephone calls will 
have CO be returned. Co r re s pondence will ha>^ to be dealt with 
In e%ory case^ write it down on tbe list before you do it 

Sometimes a task or demand on your time will seem urgent 
when it comes up Buc something that might distract you from 
your other work regains its true importance when you write it 
down An item chat is writcen down on the list n ex t to all your 
ocher tasks and responsibdicies often doesn't seem so important 
after all 

your /tst by priority Once you have a list for 
your day's activities^ the nort step is for you co orgamxe this list 
in order of priority. We will dedicate Chapter 4 co the different 
ways that you can decermine your cop pnorities. 

Once your list is organixed, ic becomes a map to guide you 
from morning to ervening in tbe most effective and efficient way 
This guide telb you what you have to do and what la more or 
less importaiu. You will soon develop die habit of using your bat 
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as a blueprint tbc the day Refjse to do anything until you 
written xt down on tbc list and organized u relative to us value 
in compansuo to tbc other things you have to do 

4* Use any Ume m^n^gemefU system you like. The variety 
of personal digital assistants (PDAs) and toniputer^based time 
mana^rment eysmns available today xs absolutely aponderful No 
matter what you do, in whatever field, there arc digital txme n^n* 
agement systems that you can tap into or load onto your pen 
sonal computer to bclp organise every part of your life. You can 
upload, download^ transfer, merge, purge, and share your files 
and xrifermation throughout the company and around the world 
(n addition^ there are co untie as time management systems that 
provide you with an array of forms for writing out your goals and 
plans by hand 

Vhst ( haie discovered xs that xt doesn't matter wfaat lime 
mana^ment system or planner you decide to use. They are all 
good. They have all been developed by experts and contain virru^ 
ally everything you need to double and triple your productivity 
The most important part of any time^planning system is that you 
use it regularly untd u betomes a habit like breathing in and 
breathing out It takes a certain amount of time to master a time« 
planning system, but onte you have learned it, you betome more 
produLthe and efficient mery you use xt. 

5* Set up a system. There is a simple method of or« 

ganmng your time and your scbedule for up to two years in ad« 
vance It xs tailed the '*45-fUe eyum.'* Ihts is a udder file that 
lets you plan and organize your activities and tailbacks for the 
nort twenty^four months. Ihts is how xt works. 

First, you get a box of forry^frve fUes with fourteen hanging 
files to put th e m in. The forly^fhe hln are divided as fellows: 
There are thirty^jne files numbered one through thirty^ine for 
the days of the month There are tsp^lve files for the months of 
the yesTf January through December. The last two files are for 
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tht fios cwu Ttus IS a wuoderiul s>%mn that you can also 

uat with hanRinK Ain in your desk drawer 

Vben you have an appointment or reaponaibiUty for sbc 
months £tocd now^ you simply drop it into that monthly Ale. At 
the besinniDK of each months you take out all of your rcspoctst- 
bdicin for that n>ontb and sort them into your daily Aleak num* 
bered one throufli tbirty^ne. Each day you take out the Ale for 
that day and that betocDes tfae starting point o/yuur planning 

This system tabes a few minutes to set up. It then assures that 
you never miss or A^rget to follow up on a distant talL task, or 
appointment It helps you to control of your time and im« 
pose order on your Aituie 

Seven Tools for Personal Organization 

Here are seven more ideas that you can use to help get yourself 
oeganiaed for maximum productivity. Tlie more of these tools 
you learn to use^ the more that you will get done each day 

1* Prepore ib^ Higbt bejbre Firsts prepare your work Lat fur 
the Allowing day the evening or night before Itse best oerciae 
is tor you to plan your entire neat day as the last thing you do 
beAjce coming home from worlc When you plan your day the 
nigbt b ef ore^ yoursubconsoous then goes to work on your plans 
and goals while you are asleep. Very often you will wake up in 
the morning with ideas and insights that apply to the work of the 



Sometimes^ the answer to a problem that you are w^)rking 
on will pop into your mind when you wake up or when you are 
gerting ready for work Often that's when you will gain a new 
perspective on a problem or |ob^ or see a different or better way 
that it might be accomplished 

A major benefit of preparing your daily list the night before 
is tbat this exercise lets you sleep more soundly A maior reason 
for insomnia is your lying awake trying not to forget to remem* 
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btf evtf/ythifig thdl you lo do (he tuJIowiog day. Once you 
hdve wntttt^ down evecyihing you have tD do on your liat^ It 
Llem your mind and enables you to sleep deeply. 

2* Sch^uh your Ume. Scheduling your tupe reduces stress 
and releases energy. Ibe very act of planning and organmng 
your day week, and CDontb gives you a greater feeling of control 
and well4xing You'll feel in charge of your bie. It actually in« 
creases your self^steeio and improves your sense of personal 
power. 

6* 4M eurfy start on tbe day. Start your day early. The 
more time you take to sit, think, and plan, the better organized 
you will be in every area of your life In the biographies and 
autobiographies of successful nxn and aromen, almost all of 
them have one thing in comroon They developed the babit of 
going to bed at a reasonable hour and rising early. 

Many successful people arise at 5 00 kh or kh so that 
they can have enough time to think and plan tor tbe coming day 
As a mult, they are alwa^a more eflectm than those who sleep 
in until the last possible moment 

A few minutes of quiet reflection betbre you begin any unden 
taking can save you many hours mxculing tbe task When you 
get up early and plan your day in advance, you tend to be more 
calm, clear-headed, and oeaUve throughout the day 

4* Use an organized fiUfig systam. Resolve to use an orga« 
nized filing system both at home and at work. As much as 30 
percent of working time today is spent looking for misplaced 
items. These are things that are lost because they have not been 
filed correctly. Does this sound ^miliar to you? There are tew 
activities so frustrating as spending your valuable time looking 
for misplaced materials because no thought was given to a filing 
and retii c v&l system. 

The best and simplest of all dling s>ateciss is an alphabetical 
system In coniunction with a dling system, you should have a 
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m&sttT list oc rcLucd of all your iUn in asinf^ place. This master 
list ^vea you the ude of eaLh file and tells you where the file is 
lixate<L 

One of the finest tools for an office fUins swtm iS a Rolodoc 
There are many difterent uses tor a Bolodo at hocx>e as welL Tbu 
can purchase them in any stationery store and they will allow 
you to keep trade of a variety of Ales, in avanery of ways 

5 * Oo imfwtanl ufofit during pnme time* Organise your 
life so that you are doing oeatlve work during your 
"'prime time/' Your internal prime time is the tune of day^ ac« 
cording to your body clocks when you are the most alert and 
producthe. For most people, this is in the morning For sme 
people^ however^ it is in the evening Occasionally a writer, an 
artist, or an entertainer may And that ber prune nme is in the 
early boura of the cDoming. 

It IS important that you be aware of your internal prime 
so that you can schedule your most importaiit projects accord* 
ingly Your most important work usually requires that you be at 
your very best, rested, alert, and oeathe What time of the day 
do you most feel this way? 

Ybu must also be aware of €xUf 7 ^ai prime dax. This is the 
time when your custooxrs or clients are most readily available 
Each person should give socDe thought to structuring their day 
for both their estemal and internal prime times. 

6 * Use a dMaUf^ macblns or tape recorder for correepor^ 
dersce and notes Dictating equipment can be one of the very 
best time saving device a in your busineasoc private life. Once you 
learn bow to use a dictating machine, you can cut your dax in 
wndng by as much as 80 percent It takes 20 percent or less time 
to dictate than it takes to write something by hand, or type it 
personally. A dictating machine a l so saves the time of the person 
who IS going to type it for jou It is usually much easxr to Iran* 
soibe from a tape than to interpret a person's handwriting 

When using a dictating machine, there are three ke)s to en* 
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^ure maximum e£6oenc>^ Pint an outline o( what you aitr 
going to dictate Jot down the major headings and subheadings 
befuce you begin Think ifanjugh the sentence slruttiire tn your 
mind before you begin dittating onto the tape. Don't be afraid 
to go baskf eraae^ and do it over again using a better choice o( 
wo/da. 

Second, don't try tobe aperlecuoniFL SometicDes, yournani^ 
rai conversational voice la the best and moat correct gramma ti* 
tally You can always go back and correct the major miatakes 
later It's much easier to edit something that has been tran* 
aoibetJ than to vpTite it or dictate it perfectly in the first place. 

Third, concentrate on getting your thoughts dictated as 
quickly as possible, and then go back and clean it up before you 
Analiae it. In no time at all^ you will be dictating perfectly cor r ect 
letters and reports that need no correction or editing at all. 

T* Make ulf trate! protiuc^rt^. An important area where per« 
sonal ocganiaaiion is important la nvel^ especially air travel 
Some years ago^ Hugbes AirWest^ a regional airline that once 
served the wntem U.S , hired a consulting firm to compare the 
efficiency of frying first-class with frying economy-dass^ and with 
working in a normal office What they found wu that one hour 
of unlntefTT^i^ work dox in an airplane yielded the equivalent 
of three hours of work in a normal work environment. The key- 
word was ''uninterrupted." If you plan ahead and organise your 
work before you leave fur the airport, you can accorDpliah an 
enormous amount wbile you are in the air. 

Get the Most Out of Air Travel Time 

Since so many people are traveling by air for business today it ts 
essentiai that you know bow to make every hour of traveling 
time count for yourself and for your company. 

Get Ihe Right Seat 

The starting point of getting the most out of air n>el tune la id 
prebouk a non4>ulkhead window seat The reason you want a 
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non4>ulkhead window mu is so diu you have a tray that opens 
up in front of you that you can woric on. 

You s I h> want to keep your bnetcase handy during takeoff 
and landing, and with a buUtbead seat thi« /mt possxbJe When 
you n>vl, your briefcase becomes your traveling offite A win« 
dow seat will allow you to ^t out your iDstenala and go to work 
without the interruption of sonxone who wants to get past you 
to go to tbe washroom. Be sure to specify to your travel agent 
that you do not wants seat opposite the kitchen or tbe bathroom 
on an airplane. These seats are too noisy and distrattingfur con« 
tentrated effort. 

When you path your work for a tnp^ organixe it by subiect 
Sit down at your desk before you leave and go through what you 
are going to get accomplished wbiie you are in the air. Before 
you depart^ make sure that you hate all foatenals^ envelopes, 
stamps^ and Federal Expreas envelopes on hand when you begin 
working Your briefcase should be fully equipped wiib every* 
thing you require You will be smaxed at how much work you 
can produce on an airplane when you put your mind to it 

Get There Early 

An important technique to get tbe most out of your traveling 
time IS tor you to smve st the airport at least twv hours before 
your depsfture Most businns Ayers arrive today with only sixty 
minutn to cstch the pisne, even with inoeased security mea* 
sures. Studies have showed that if you arrive at tbe airport at the 
last possible minute^ you experience enormous stress. As a re* 
sultf u can as long as two hours tor you to relax and settle 
down to the point where you can concentrate once the plane 
has taken off 

It IS much better for you to arriie at the airport relaxed^ with 
plenty of time to spare. Then, as soon as you get on board, y<’ti 
can begin work and continue working away until the plane 
lands 
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Avoid Diversion or Distraction 

Be sure lo vpwIc steadily dunnft die digbt. Put your head down 
and concentrate wuhouc diversion or distraclion Resisl the 
tecDptation ro read newifiapers or airline magaanes Some trav« 
elecs carry a set of earphones tbty use to discourage conversa^ 
Hon trocD the person in the nort seat 

One frequent flyer I know has a great answer if his seatmace 
wants to make conversatiorL When the person nest to him asks 
wfaat be does^ he turns to hcr^ scmles sweetly, and says^ 'Tm a 
fund-raiser for a religious cult/' This has runer failed to termi- 
nate the conversatioru and it leaves huD free to wurk peacefully 
for the rest of the flight. 

Here is one final point on air travel The >ery best time to do 
serious^ concentr a ted wurk is on tbe outbound flighty when you 
are fresh. The best tune to read books or magazines^ or rein and 
watch the movie^ is on the return flight On the way back, you 
are usually tired and not as capable of doing productive work 
Be sure to make that outbound flight count Use every minute to 
get through work that you have been unable to catch up with in 
the office. 

Getting yourself organised la the starting point of peak per- 
formance Careful planning and organisation of your work be- 
fore you begin will yield dramatic improvements in your 
productivity^ your performance^ and your results. You cannot be 
too well organised if you want to get the most done in the time 
you have, (t la a key to time powtr 

^QEORQSMTOH 


Action Exercises 


1* Besohe today to become one of the best^>rganized pet^ 
pie in your business Repeat this afhnzution, "( am orga- 
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fiizcil dfid tffiLiefnl in everything I untd thb 

cummanJ is dccepied by your subconscious mind. 

2* Wnte everything down before you begin Always work 
from a bsl, and add new items to the list before you start 
on them 

Get a time planner of some kind, whichever format you 
are most cunJurtable using (e.^^ digital or paper)^ and 
invew the tune necessary to learn how to use it The pay« 
off in saved time and increased producbviry will be erwr^ 
mous 

4* Clean up your desk or workspace and keep it cleaiL Dbci« 
pline yourself to be a rde model for others who want to 
know how a top-performing person works. 

5* Gather everything you rveed before you start working, 
and have only one maior task m front of you at a time. 

6* Handle each ptece of paptr only once^ and sorm 
action on eacb item when you pick it up. Whenever poast* 
ble, delegate it, defer it, throw it away or handle it immes 
diately. 

T* Make every minute count, especially when you travel by 
air. By organiaing properly, you can get a full day's work 
done on a single flight 
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Establishing Proper 
Priorities 

^Suct^ ^ pf0c^ df hfCM 


Y uur abdi(y lo sert prionticfs among your goala^ HaJrx 

aLLvitic5 IS the key lo person^ eflectmrms II iS fiol nsy 
lo do. The namraJ huma/i leodency iS lo ''fna)oc in imnor^"' a/id 
lo work very diligefuly on Ifaifi^ diat^ in many osn^ need nol 
be done at all You must leam to swim against this narural cur« 
rent, lo violsle the Law of Leasi Rnista/ite, and lo beep focused 
on those things that can really make a difterence in your life 
There are several proven ways tor you to set your own per« 
sonsJ and business priorities Itiese are organised methods of 
thinking ifast enable you to select ibe relevant over the irrelevant, 
the important rather than the merely urgent, and the t a ^ ks with 
long-term tonsequences rather than those that are fun, easy^ and 
ghe immediate gratiEcation. 
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Begin with Your Values 

lb Ml proper prluruin^ you be^n wiih your m/wj. What is 
really UDporlant lo you^ Of all die Ihiogs that are icDporta/it to 
you^ what ir most important^ What do you believe in^ What do 
you stand for? Developing clarity about your values, before you 
begin setting priorities in yuur business and personal life, is es^ 
sentiai to bigh levels of effectiveness. 

Peak perforcDancc and high selfesteem only occur together 
wben your activities and your values are congruent with each 
other. It IS only when what you believe and what you are doing 
fie together like a hand in a glove that you feel tnily happy. 

On the other hand, i Hcorxgruen ce, or lack of alignment be* 
tspeen your values and your activities^ leads to stress, unhappi* 
ness, and dissstisfaction. Whenever you find yourself doing 
something on tbe outside that is inconsistent with your beliefr 
on the inside, you exp erieoce stress and conflict Therefore, the 
starting point of peak performance is for you to choose, on the 
basis of your values, wfaat and tasks are most important to 
you. 

Free to Choose 

Human beings have been defined as ''choosing organisms.'' You 
are always making choices of sucxx kind T^ju are always choos* 
ing b e ew et n what you value more and wfaat you value Ins The 
wrong choice, based on your true values, can lead to frustration, 
underachievement, and foilure. 

The beat way to determine your values is to look at your ac* 
tions. You always act in a manner consistent with wfaat is most 
important to you at the moment It is not wfaat you say, ansh, 
hope, or intend that counts It is only what you do that tells you, 
and others, what you truly believe 

1b know yourself, look at your behaviors Observe the 
choices you make hour by hour and day by day Especially, look 
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at tht way you spend your tune This ts one of tbe best reflections 
of your true values and prionUes in any area. Your d>uiLes tell 
you^ and others, who you really are inside. 


Your Order of Values 

You may have several values regarding your family, your worl^ 
your interaLUons wiib others, and yourself personally. The rule 
is that you will always choose a higber^rder value over a lower^ 
order value. You always choose the value that is tbe most impur^ 
taut to you in that situation over values that are Ins important. 

(t ts only when you are forced to choose between two aher* 
natives that you repeal to yourself and to others, what is most 
valuable to you The order m which you choose your valuta de* 
termines the quality of your character and your personality. 
Changing your order of values actually changes the person you 
are. 

Here is an oample of how similar values, but in difierent 
orders of pnonry nsake one person different froni another 
Imagine that you have two coen, Bill and Toco Each has the same 
three mam values in life: family, health, and career success. But 
each of tfaecD has these values in a different order. 

Bill's order of values is famdy, health, and career success His 
family comes before hh health and career, and his health comes 
before his career. Vhenever he is forced to make a choice about 
how he allocstes his time, his family conxs first. 

Ibm has the same values, but in s different order. His order 
of values is career success, family, and health V^ene%er Too has 
to dwose between career sucens and bis family, career success 
comes first, his fomily comes second, and his health comes third 
Here is tbe question Would there be a difference in person* 
aliry and character between Bill and Tom^ Would there be a small 
difference or a large difference^ Which o/the twv would you lihe 
to ha>e as a friend? Which one of the two would you trust more 
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and be more comfortable with? When you evaluate people from 
the standpouK oCtheirvaluea^ the ansap^r^ betocx>e dear 

You Are Your Valuee 

Your true valuea are only and always expreaaed in your action^ 
and your choices. Many people say that their tarmiy comes Aral 
in ifaetr llvt%. But if you look at the way they orjanire their time 
and thetr Lie^ it is obvious from their actions that wurfr, Rolf, 
socialising^ and other activities are iDore valuable to them than 
their families f because that is how they allocate their time 

Vhen people are single^ their values are quite diflerent from 
when they ^t mamed and have children As a single individual, 
without res po ns ib Mules for oth era, your values may be worl^ scy 
tialmng, travel, fun, sports^ and other activities. But as soon as 
you get mamed and have children^ your values change drama ti* 
tally Almost overnight, your spouse and your children pre* 
cedence o>er everything else And when your values change, you 
become a different person 

The starting point of managing your time, and setting your 
priorities, is tor you to think through who you are and what is 
really important to you. Once you have done that, you continue 
ally organise and reorganise your activuies so that what matters 
most always comn first 

Listen to Your Intuition 

You can use the "iruier peace tnt" to determine whether or not 
what you are doing is the best thing for you. You can always tell 
if It IS right for you because, whenever you are doing something 
that ts in complete alignment with your values, you teel happy 
inside. 

Somebmn people work at fobs that they don't en|oy. As a 
result, they teel frustrated and dissatisfied This is not because 
there is anything wrung with the job It simply means that this 
particular|ob IS wrong for that particular person 
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This is an importul point ro underaland There are naany 
iuba^ and parts oi many Joba^ that you don't en|oyf tvbich you 
inatmethely a>Oid. It is easy to slip into the belief that there is 
something Sprung with the job or the company when neither may 
be true The job is a good |ob^ but it is not the right |ob for you 
The company may be s good tompany, but your position in it is 
not aligned and attuned with your unique set of valun^ convic* 
tions^ and talents. 

Look into YourMlf 

Vhat parts of your life and work give you the greatest pleasure 
and satiaActionJ What parts of your life are the most successful^ 
Where are your activities out of synchrony with your basic values 
and convictions? Where are they in harmony? 

(n setting your priorities and organizing your life, imagine 
that you could change anything^ in any way you wanted Imagine 
that you own e d the entire company and you could design your 
ideal job so that you were doing only the things that you most 
enjoyed all day lon^ What changes would you make? 

Apply 2ero~bf9sed ibtfJMf to your work. Ask continually^ ''If 
I were not doing this job today^ knowing what I now know^ 
would I get into it again today?'' 

(n my seminars, ( often raitr about the "C*' word This word 
stands tor 'courage." When you begin to examine yourself and 
yuur life on the basis of your values and what is really important 
to you^ you hate to develop the courage to follow wherever this 
lirte of reasoning leads. And it often leads to your making funda* 
mental Aange& m the way you Ihe your life and do your wotIl 
I f you say that one of your most important values is peace of 
mind, or personal happineas. then you have to be willing to 
stand back and look at your life honesdy and objecthety Then 
go through your life s)stecDatically, and adjust or eliminate those 
situations and activuies that ralf* away your feelings of inner 
peace and personal happiness. 
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Cl^ar Valuaa Lead to Claar Priontias 

Onzt you aitr clear about your values^ either al borne or at work, 
it a CDudi easier for you to aet prkjntie^. ( conducted a value* 
setting exercise with a large national corporation some time agu. 
Vhen started^ the company had 250 pcoiects that it was work* 
ingon, atvanoua stages o^completiorL By the time we had deter* 
mined the true values and strengths of the company, 60 percent 
of those projects had b e en crossed o6 and discontinued. By 
practicing Ma/!uer clar 1 fic^Uof%^ the company a^ able to get back 
to focusing on the things that it did the best and enioyed the 
most 

Apply the Pareto Principle 

The starting point of setting pnoribea^ once you ha>v deter^ 
mined your values, is to apply the P a reto Principle, the 60/20 
rule, to every part ol your life. 

This rule was named alter the Italian economist Viliredo 
Pareto^ who formulated it in 1695 He concluded, alter many 
years of research^ that society could be divided into twu groups 
of people The first group, 20 percent of the population, he 
called the '"vital few "" This group included the people and £ami* 
lies who controlled 80 percent of the wealth of Italy The otber 
80 percent he called the ''trivial many," those who controlled 
only 20 percent of the wealth. 

Purther eapernmentauon proved that the 60/20 rule applied 
to virtually all economic activities According to this principle, 20 
percent of what you do will account for 8U percent of the value 
of all the things you do. If you have a list of ten items to work on 
at the beginning of the day, two of those items will usually be 
more valuable and important than all the othera put to^stber 
There fo re, your |ob is to determine the top 20 percent of tasks 
before you begin. 

Tha BO/20 Rule Provails in Alt Areas 

In your business, you will find tbat 20 percent ol your customers 
acTount for 60 p ercen t of your revenues. Tspenty percent of your 
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prvduLU or services dccoufU fur 80 perceiu of your prufits 
Twcacy percent of yuur salespeople make 80 percent of your 
sales. You will even ArxJ that 20 percent of your customers axe 
respunsibie tor 80 percent of yuur prublecns The 80/20 rule 
reigns supreme 

(n yuur personal life^ this rule also applies. T^pcnty percent 
of wfaal you da with your family will give you 80 percent of the 
results^ rtwarda^ and sstisteuon ifast you en|oy. Eighty percent 
of tbe time thst you go out for dinner, you will go to 20 percent 
of the restaurants ibst you are familiar with When you go to 
your favorite restsurants you will order the same dish 80 percent 
of tbe time 

(n your work, before you start doing anything, you slwa^a 
sak, ''la what I am about to do among the top 20 percent of 
activities ibat account for 80 percent of the value of everything 1 
do^' * Every hour of every day you should apply thia principle to 
your work Ihke time to think before you act, and then concen* 
trate on the 20 percent of the taaks and activities that represent 
the highest payoff for you and your company. 

Separate the Urgent from the Important 

(n setting pnoruies, it is important that you remember to sepa« 
rate the urgent from the important Remember that tbe urgent is 
seldom important, and the important b seldom urgent 

An urgent task is something that must be dealt with immedi^ 
ately It is usually determined by forces mrtemal to yourself, such 
aa your boss or your customers. Very often it is a ringing tele* 
phone or an unexpected interruption from a coworker These 
are all urgent because they are "in your face.'' But they are often 
not important in terms of their long*term value. 

Perhaps tbe most unportant word in setting prioniin b tbe 
word consequences Something that b important is something 
that haa senoua potential conse<|uences, whether or not you do 
it Something that is urumporlant la something for which there 
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are few or no consequences bomeUoes^ il doesn'l matter if u is 
done al all. 

Important taskss t>n the other hand^ are those that tan be put 
ufl in tbe abort term. These are the bi^f^r^ mure diffkuit^ and 
more important tasks that can have serious looft^term conse- 
quences on your life and worlc But they are seldom tir^nt^ at 
least at tbe beginning 

Your Top PnoritiM 

The moat pressing tasks on your list of thinp to do are those 
tasks that are both urgent and important. They have to be done 
immediately There are stgniiKant potential consequences for 
doing them or not doing t he m 

Firet of all^ you should organiae your workday so that you 
stay on top of tbe t a s ks that are both urgent and important 
These are things that must be done immediately^ and tbey usu- 
ally have tight tundinn. 

Once you are taught up with your urgent and important 
tasks, you should turn your attention to those tasks that are im- 
portant but not urgent The more time you can spend working 
on important tasks witb serious longterm potential conse- 
quences^ the more effective you become and the more you will 
accompUsb 

Identify Your Limiting Step 

An important technique for setting priorities revohes around 
wbal is called the ''limiung step principle Between you and 
any goal you want to accomplish^ there is almost invariably a 
limiting fee tor ^ or bortlenetk^ tbat determines how last you ac- 
complish your goal One of tbe keys to personal eftecthenns is 
to look at each job and ask, ''Wfaat one lactor determines how 
quickly I complete this Job?'' 

Apply thi« principle of constraint analysis to your work hour 
by hour and day by day. Keep aaking^ "'What is the constraint 
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that dttennines bow fast and how well I tucDplete this lasb^" 
Whatever it is^ ^ to worb ifnmediatt4y in that are& This is your 
top pnoricy, and alleviating this constraint will help you to ac« 
tomplish your iDMt important task ^ster than anything else you 
could do. 

For example^ i£ you want to get to work on time^ you could 
aay that the constraint is the amount of traffic that will be on the 
roada between your home and your worlc But perhaps the traffic 
b always the same Then your constraint would be bow early you 
leave home for work, to allow tor the traffic Or perhaps your 
constraint is the hour at which you arise in the iDoming ao that 
you can get fully prepared and leave the house on time 

Apply Coriilraint Analysis to Each Task 
Vhen you examine each of your goals, small or large^ short-term 
or long-term, and identify the constraint^ diobe pointy or limiting 
bet or that determine how bst you achieve that goal^ you will 
see clearly the specihe actions you will have to take to achieve 
your goal on schedule. 

Once you have identified your limiting bctor» you then con- 
centrate all of your energies on alleviating that af>eci£c botlle- 
neeb. You tbcus your intelligence and crvativiry on hnding ways 
to remove this constraint so that you can accomplish your goal 
far faster. 

Vben you have done thb, you will find that another con- 
straint oasts immediately behind the first. A key part of personal 
effectiveness is for you to engage in an ongoing process of con- 
straint analysis Keep asking yourself, ''Wbat sets tbe speed at 
which ( accomplish this specihe goal or complete this task?'' 

Look Inside Yourself or Your Compariy 
The 90/20 rule applies to constraint analyais m a speoal way (t 
seems that 80 percent of tbe limiting factors that dertermine your 
success at hocoe or at work are contained within yourself. Only 
20 percent are actually contained wuhin the situation, tbe com- 
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p^Yt Of die environcneni Tliis an ifoponani observation. The 
average pttaun ahvaya looks for die reaaun for her problems out* 
Side of heraelf The eapenenced person, on the olber hand 
always^ loola for the reasons insxde berself or inside die organiza* 
tion 

In most the reasons that yoti are not achieving your 

personal goals are because of the lack of a skilly abdiry, qualiC); 
or talent The pcoblems or frustrations you are operiencing on 
the outside are almost always a result of some need that you ha>e 
on the inside 

One of my ruin is this ''To achieve a goal you've never 
adikved befbn;^ you are going to have to develop and master a 
fcifiii that you’ve never had before/' It may be that to achieve 
one of your important you are going to have to become a 

different person. You are going to ha>e to develop and 

qualities that you are currently lacking. You are going to ha>e tD 
beconx a different person if you want to get different results. 

Alwaya take a tew minutes to stand bade from your situation 
and analyze it objectively as though you were a consultant who 
had been called in from the outside. Then ask, " Vhat is it in me, 
orm my company, that is bolding me baeJt^’’ 

What Elsa la Holding Back? 

Vhen 1 do sales consulting for organisations, 1 help tbem think 
through ibis proens frtMn beginning to end. First, we set a hypo 
thetical goal of doubling ifaetr sales. We then ask, ''What is the 
limiting factor tbat determines bow quiddy you double your 
sales in this company?" 

The first and most common answer is. ' ' The number of sales 
we make '' U this answer is true, we set atentstivegoal to double 
the number of sales 

We then ask, "What is the constraint or limiting factor ifaat 
determines the number of sales that you cnake?'' The answers to 
this question can lead in aeveral different directions and suggest 
different soludons. For eumple^ the answer may be, "We are 
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nol fnakiriK cfiouRh " Lf >*>»« is Art correct Answer^ or con* 
Ftni/it, then tbe solution ts to find a way to inoeaae the number 
of sales 

Perhapa the answer is^ ''Our salespeople aitr not selling; 
enough to ead) of our pxuspecls/' If this were the answer^ then 
ihe and abilities of the sales tb/ce need to be upgraded 

through training and dtfvelopment 

Idgnlity the Correct Conatreint 

Perhaps the reason we are not selling enough is because "our 
prospects are buying too much of our product from our compete 
itors/' If ifats IS the answer^ tbe solution to alleviating the bottles 
netb may be to change or upgrade the product or service, to 
focus on different customers and markets, to develop new prod« 
ucts and services, or to use different dbtnbution channels. 

Perhaps the answer can be rephrased as follows: "Our cus^ 
tomers are not buying enough of our products from us " In this 
case, the solution is to advertise more effectively, sell nsore pn> 
fessionally, oplain the product to the prospect in a way ibal 
malxs it osore attractm, or to close more assertively. The solu* 
non to increasing sain may be to improve the effectiveness of 
the sdvertising, or to advertise in a different medis. It may be to 
change the prices and teros of purchase Perfasps it is to change 
the siae, packaging, or ingredients of the offer Whatever the an- 
sspec, the time taken to correctly identily tbe limiting fret or de* 
termines the speGik actions that will be taken to alleviate that 
constraint and achunv the desired result of sales improvement. 

The point is this The more thoughtfully you engage in con- 
straint analysis, the more likely it becomes that you will select 
the right area of focus to alleviate the choke point and achieve 
the goal Ybu will set tbe proper prkintin and save yourself an 
enormous amount of time and money Remember, the very 
worst use of time is to do something ealrecDely well that need 
not be done at all. 
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Think About the Future Consequences 

(n setting priorities^ one of die imst iinportsnt thinking exer- 
cises you engsge in is to consxdertbe future impact of any action 
you One of die ways to measure ibe value or importance of 
a task is to look at wfast might happen if the task b done or not 
done. Somecbing that has a potential future impact on your 
life or Spuck is a task of high priority. Something that will ha>v 
little or no impstt on your future is s task of low prkKiry and 
value 

For eumple, U you spere to read this book on bme manage- 
ment and intocporate the >ery best ideas contained here into 
your waya of Lving and working, you could double your produc- 
tivity^ per^jrmance^ and output You could accomplish vasdy 
more and be paid st a far higher race. You could dramatically 
inoease the value of your contribution to your company and 
beconx one of the top people in your held. On this basis, resd- 
ing this book and becoming eanetDely skilled at time manage- 
ment is a top prionry for you because of its long-term future 
impact 

At home, playing with your diiklren and spending time with 
your family has potential longterm impact for tbeir happiness 
and health. Itierefbre, imesting dme in the most important pe^ 
pie in your life is a top pnoriry because of tbe impact it can hate 
on their furure as well as youiv 

On the olber hand^ watching television^ reading the newspa- 
per^ surfing tbe Internet^ or going out to lunch with your friends 
are activities of low priority because they have litde or no poten- 
tial impact in die long term. 

Keep asking yourself ''Wbal are the possible consequences 
of doing or not doing this particular taak^' What are the conse- 
quences of engaging in this particular acliviry? If it can have sig- 
nificant consequences, it should be at tbe top of your list 
Engaging in this activity should be a ^ better use of time than 
most of the other things you can do. 
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Practice Creative Procrastination 

An iinpojtaiu part oi settiog priorities is the practice o( crealm 
prucrastiutiun. Ttie ^ci is that eivcyune prucrastiutn. Every^ 
une has too much to do and too little tune In one study, the 
researchers concluded tbat, on averag e ^ evcutim have 500 to 
4o0 hours o( proiects^ respocisibiiilies^ and reading materials 
stadted up ibst they have not been able to get to^ but which they 
hope to get through in the future. 

Because you cannot do dvrything, you ba>v to procrastinate 
on many thinp;^ U not most things. Crealm procrastination re* 
quim that you deliberately deode^ at a conscious leieL the 
itecDS that you are going to pul off doing so that you have more 
bme to do those things that can really make a difference in your 
life. 

Apply the 80/20 rule to prwrascination. Resolve to procrasn* 
nate on die 80 percent of t a s ks that are of low value so that you 
can dedicate the limited amount of time you have to those 20 
percent of tasks that have the highest value. 


Return on Time Invested 

(n terms of value and rerrumon time invested (ROTI)^ if you ha>e 
a list of ten tasks to complete, two of those tasks will be worth 
more than all the othera put together Tins means that eadi of 
those tasks will be worth at least ffie timn more^ or will give you 
a 500 percent return on time invested over doing any of the 
other eight tasks on your list, which are of low or no value 
cusing on these two tasks will give you the highest payoff poasi* 
ble for the tmcstiuenl of your lime 

(I has been said that ^/f^cilv^ness is doing the right things 
and efficiency is doing things right. The difference between lead* 
er^ and managers is that leaders do the right things and manag* 
ers simply do thinp; nght In setting priorities, you must focus 
on doing die right thing, rather than simply doing dungs right 
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As a knowledge woricet , iLLOcdifig to Peter Drucker^ your Aral 
job IS to decide '"whaf" is to be done? Tlie questions of "how" 
and '"when* ' only cocm later RecoecDber^ tf u is not worth doings 
it iS not wuth doing right. 


Priorities Versus Posteriorities 

An important part of setting and working on priortUn is for you 
to set post^rioritUs as well. A priority is something that you do 
more of and sooner A postenonry is sooMthing you do leas of, 
and later, if at all. Setting prioruin means starting sooMthing 
and completing it as quickly as possible Setting posteriorities 
means stopping something or even disconliniiing an activity alto-* 
Rcther. 

Since you can only do one thing at a luDe^ and you cannot 
do eserything that you have to do, one of the questions you ask 
at the beginning of eadi day and each week is, "'What am I going 
to stop doin^'' Vhac are you going to cut out^ What are you 
going to eliminate? What activities are you going to delete? Wl^t 
are you doing today that, knowing what you now know, you 
wouldn't start up again today if you had to do it oser^ 

Stop Doirvg Things 

The &ct h that you can only get control of your to the de* 

gree to which you stop doing things that you are doing today 
You cannot simply And ways to do more thinpi, to work longer 
and harder bouiv Instead^ you have to stand bade and look at 
your life and work obiectively and ask, ''What am ( going to stop 
doing so that I ha>e enough time to do the most important 
things m my life and work?" 

Before you start a new task, remember thst your dance card 
is full. Ybu are already overwhelmed with work. You have no 
spare time. Ybu are subfect to the l^w of the Exduded Altema^ 
live, which says, ''Doing one thing means no^ doing something 
else.'' 
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Before you LUCDmu lo a new cask or Job, you anisi chink 
ChrouRh and decide upon Che things that you are not going to do 
right now oc chat you are going to elifninale altogechen You must 
decide bow and in what way you are going to defer, delay, or 
delegate certain taaka on your work list if you are to free up 
enough time to do olber tasks that are more important. Getting 
into a new taak means getting out of an old task. Picking up 
something that you haven't done requires putting down socoe* 
thing that you were already working on 

The >ery act of thinking through what you are going to stop 
doing IS a tremendous help in setting accurate priorities before 
you begin 


Practice the ABODE Method 

One of the most helpful ways for you to organize your tasks by 
prkjnry is for you to use the ABODE Method. This requires that 
you review your list of daily activities b e fore you begiru You then 
place one of these lettera in front of each activity Organixe your 
tasks in terms of potential conaequencn. 

Your Lial 

An ''A'' taak ts something ifast you mast do. It is >ery important 
Thoe are serious consequences for not doing it. Place an ''A'' 
nort to every item onyour work bat that is urgent and important 
and has senoua consequences for cocopletion or noncomples 
tion 

(t you have several "A"' taaks^ organise them by importance 
by putting A^l, and so on neat to each item. When you 

begin work, you always start on your A«1 task This la your top 
priority. 


Your Lial 

A '' B'' task is something that you rfrocr/rf do There are mild con* 
sequences for doing it or failing to do it Ttx rule is that you 
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shuuld never do a ''B'' task when there is an "A'' taab left un- 
done. '"B"' may be RtttmK back to a cowwker with the an- 
to a question oc replying to compondence 


Your List 

These are things that would be nice to do, but they are dednitely 
not aa icDponant aa '"A* ' oc "'B* ' tasks There are oo consequences 
for doing them oc not doing tfaecD. Reading the paper oc gt)ing 
out for lunch fall rMdy into the ''C" category. 

Dolopato Everything Poaaibla 

The letter "D"' staruk tor deleg^^i^. Before you do anything, you 
should aab if there la someone >*1^^ to whom you tan delegate 
this task to free up iDOce time tdc tbe most important tasks that 
only you can do 

Eliminate Everything Possible 

The letter "'E'* staruk for eitmifuUe There are many lirtle tasks 
that creep onto your daily list that you can eliminate altogether 
and it would nsike no difierence at all to you or to anyone else 
The rule is that you can only get control over your time to the 
degree to which you stop doing things of low oc r>o value. The 
more things you stop doing oc eliminate altogetbec, the more 
dme you will ha>e to work on your ''A'' tasks, the t a s ks that de- 
termine your success or Allure at work 

Reengineer Your Work 

The process of reengineering applied to your personal work can 
be very helplul to you in setting bettec priorities. The central 
focus of reengineering is You must continually 

look for ways to accompJbb a compks task or busy job by simpli- 
fying the procns of work on the task f ro m beginning to comple- 
tion 

In reengineering your work, you continually look for ways 
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lo delcRale^ derfer^ dorvnsia^ ouUource^ or elumutt tAskh (n 
delejatifif^ you look for someone else wt>o can do the job al 
least as well as yoti^ but at a lower hourly rate than you earn (n 
deferring, you look for ways to put o6 pans of the task that do 
not have to be done imoxdiately. In dowfisaing, you look for 
ways to reduce the sixe or complewy of tbe task In outsourcings 
you look for individuals or outside organizations that specialrse 
in doing this particulartaak, and you turn o>er complete parts of 
the task to ifaecD. In eliminating, you look tor ways to discontinue 
the task altogether^ especially if it is no longer important in the 
tuirent siruation. 

The decision to continually look tor opportunities to out* 
source^ delegate^ and get ihin^ done by other people frees you 
up for the ifainp^ that only you tan do. (t is a oinol pan of 
setting and achieving your tof^pnority taaks. 

Set Personal Phoritiea 

Your mam goal at work^^nd the key to sel/^teem^ selfrespect, 
and personal pride— is tor you to increasingly develop your per* 
sonsJ and corporate eflecthenns The more effective^ efficient, 
and productive you are^ the better you feel and the more success* 
ful you will be. This is a tentral tbcus of time power. 

1b aet better personal priorities, regularly ask yourself ques* 
Hons suth as: 

1* What are my unique strengths and abilities? 

2* What are my natural talents? 

What do I do especially weU? 

4* What have 1 done well m tbe past^ What abilities, 

and accompli ah me nts account for moat of my success in 
life and work up until now? 

5* What are the things that ( do quickly and well that seem 
to be difficult for other people? 
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6 . where do ( the abdiry to become outstanding if I 
were (o upgrade my knowledge and alalia? 

T* What do I really love to do^ 

Moat of your results in life come from your ability to perform 
well in a tew limited areas. One of the l haras tens tics of leaders 
is that ibey only choose positions and accept jobs and responst^ 
bdicin where they know they have the ability to do the |ob in an 
easellent manner. They refuse to do things that ibey don't enioy 
or that they do not do parlicularty well 

Wharo Do You Porform Wall? 

Think through your past liie, your paat successes, your past |obs 
and occupationa, and identily what it is that you do well. Deten 
mining those things that you perform {or could perform) in a 
superior frshion is one of the keys to channeling your life, your 
work, and your energies into areaa where you can really make a 
difference for yourself and your company. 

1b be successful at any |ob or profession, you must develop 
a serin of core competencies, or skills, that enable you to do 
your |ob well. But to rise to the top of your held, you must be* 
come outstanding in at least one are^ In tKi« sense, the "good"' 
is tbe enemy of the "axellent."' Many people b ec ome good at 
wbal they do. They then become complacent and stop growing 
They compare themselves with people who are not aa good as 
they are, rsther than tbcuaing on wbal they are truly capable of. 

Look for Ways to Add Value 

The reason tbr every |ob, and the role of every person, is to ''add 
value ' The primary reason that you are on the payroll la to con* 
tribute value of some kind to your comp a ny. This value la then 
combined wiib tbe value that others contribute into the product 
or service that is sold to tbe customer or client Your ability to 
contribute value determines your results, your rewsrds, and 
your success in your career. 
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Aik yuurseU, all (he thinp I do, where and how do I 
Lontribute the most value to my company?'' 1 ( you analyze your 
work carefully, you will End that there are usually only three 
things you do (hat are respocu4ble tor PO percent or more oi the 
value you contribute to your tocDpany. 

1b detenmne your three stroriRest areas, begin with this 

question "If I could only do one thing all day long, what one 
activity contributes the greatest value to my business^" 

Once you have determined the answer to that question, you 
then ask, "If I could only do one more tbing, what would it be?' ' 
You tben ask tbc question one more time until you come to the 
third ma|or actrvity. 

The whole purpose of organising your Ute and setting pnon* 
ties IS so that you can spend more time on these three tasks. You 
will contribute more and be of greater value to your company if 
you complete these tasks, and if you do an excellent job on each 
one of them, than everything else you do put together What are 
they> 

The Secret of Success 

Some years ago, I met one of the top insurance salesmen in the 
world He sold more than f 100 million of life insurance each 
year. He had a of fbrty^wo people. Itwse people handled 
every single aspect of his business, from scheduling through to 
proposal preparation, administrative tasks, banking, advertising 
and promotion, and client service. He focused on the one thing 
that he did better than almost anyone else in the world, which 
was fecesu^face contact and interaction with prospective clients 
and customers 

He took two hours aside every day to study, practice, and 
prepare his face^tt^face meetings and interactions He became 
one of the most knowledgeable experts in personal insurance 
and estate planning m the world His unique talent was his abd* 
ity to assess tbe needs of a client and to help that client make 





Time PoMier 


tht very best decisioos in the areas of bib insurance and estate 
planning for h IS unique axtuatioiL He delegated everything else 

Whar«DoYou Exc«l7 

Analyze youiaelf and ash t hese quntions: 

1* What iS it that I do better than anyone else? 

2* What ii my competitive advantage^ 

What iS my area of occellente^ 

4* What ii my unique selling propuaxlion? 

5* Where could I be excellent? 

6* Where should I be otcellent? 

T* What do I rteed to develop to make a maximum 

contnbutiun^ 

Asking and anFVperring these questions is tbe key to personal 
eflectiveneaa and high performance. 

Commit to excellent performance Make the decision today 
that you are going to Join the top 10 percent of people in your 
field Determine the moat important that you can learn and 
develop, tbe one skill that will help you more than any other, to 
get into the top 10 percent in your profession. Write down this 
fcifiii as a goal, set a deadline^ make a plan, and work on it every 
day. 

Gat Battar at Your Kay Tasks 

One of the keys to setting prtontin and good time management 
is to get better and better doing more and more of the few tfain^ 
you do that make more of a diflerence than anything else. The 
better you are at what you do^ the more you will get done in a 
shorter period of time. 

Set "mastery"' as your goal in your mreer. Tbu will only be 
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truly successful^ happy^ and paid what you are truly capable o( 
earning when you develop nsastery at what you do. Ware of re- 
search ha>v concluded that the achievement of mastery is possi- 
ble tor almost everyone, but it is not easy. It requires fw to seven 
years of hard work in your field, including many hours of study 
and practice, to become one of the very best atwfaat you do And 
there are no ahortculs. 

Invoat Time ir^ Your Fulura 

Whenever I bring up this subject in seminars and workshops, 
many of the participants moan and roll their eyn. They ha>er 
somehow gotten the idea that it is possible to lump to the head 
of the line in Lie wiibout paying the price that others have paid 
They are looking for a quick, move to the top without 

putting in the hundreds^ and e^n thousands, of hours of hard 
work that are necessary to gert there 

Sometime? they say to me, "Pm years is too long!'' Tten I 
tell them sonwthing that often changes their thinking com- 
pletely ''The time is going to pass, anyway." 

How old will you be five years from ruda^ Tlx answer is 
years older In olber words, time is going to pass in any case 
The only question is, ' ' Where are you going to be in your field at 
the end of fiw years?" 

The good news is that if you set mastery in your field as your 
long-term career goal, and you work toward that goal every day, 
continually reading, listening, and learning to upgrade your 
skills, you will inevitably reach tbe top of your field If you are 
willing to make the saoifices and pay the full price of success in 
advance, you will evenrually reap the rewards. Nothing can stop 
you from ^tting to the top of your field occept yourself, and you 
can only stop yourself by stopping 

Think in Terms of Prioritise All Oay Long 

Apply the 90/20 rule to every part of your business. Idenn^ the 

most profitable products and services your company often Iden- 
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tify thcf top 20 perccfU o( cuslomen who cofUribule the greatest 
value Idenli^ the 20 percent of people i/i your company who 
contribute the most value in ttrms of their wwk What are the 
20 percent of possible opportunities that can account for SO per« 
cent of your sales in the years ahead^ Keep viewing your businns 
through an SO/20 lens Be sure you are working on tbuse actlvi^ 
ties that can make the greatest difference of all. 

Vhat pcodutls^ services, and tocDpetencies account tor your 
company's greatest successes? Wby is it that your company bss 
grown trom where it started to where it is todays The key to 
adiicving great successes in the future is to kleruify tbe reasons 
for your success in tbe present This becoiDes your springboard 
to market superiority m tbe future. 

In setting prionues, you must anaiyae your busineas clearly 
and understand it completely Determine the areas in which 
your company pertb/ms well. Decide upon the company's area 
of excellence^ or area of competitive advantage Where and bow 
are your company^ and its products and services, superior to 
your competition^ In what areas are breakthroughs possible if 
you were to develop rtew products and services or to upgrade 
your oasting products and services? 

Analyze Your Company Prioriliaa 

Practice "corporate triage" on your company^ and your products 
and services, on a regular basis The concept of triage comes 
from World War I. During tbe battin on tbe western fronts there 
were so many wounded that the medical corps could not treat 
them all. There were not enough doctors and nuraes. As a result, 
they began dividing the rooms into three groups. Tbe first group 
was made up of tbe wounded soldiers who would die in any 
case^ whether or not they got medical attention. They were put 
aside and made comfortable The second group was the soldiers 
wbo would survive in any case^ whether or not they got medical 
attention^ because they had light wounds. Theae individuals 
were put aside and treated quuJdy. The third group of wounded 
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would suivtvtf only i£ th^y roI inunediatcf mediLal atlention. The 
ift where iht doctors and nuraea focused all of their erterpes, to 
sa>v (hose who would die in the absence of treatmenl 

Divide Produ ds/Servtces Into Three Gros$pe 
(n your business, you on apply die idea of corporate triage to 
yuur products and services. Itsey can be divided into three 
groups: winners^ survivora, and losers, (bometifnes tbey axe 
called "cash cows, stars, and dogs ") 

Vhich of your products and your services are your winners^ 
Thne are tbe ones that sell welL are prufilable^ and prnerace 
steady^ predictable cash flow. They are the things for which your 
company is known These are the products and services that you 
oxellent care of, but which do not require immediate or 
emergency attention 

Vhat are the products and services that have Rreat potenui^ 
If you spend time on tbese products and services^ in sales and 
marketings or if you redesign or repackaRe them^ you can rum 
them into winners in tbe market These are the products and 
services that require immediate attention and the best energies 
of your most talented people. 

Then there are your losers, or your ''dogs.'' No matter bow 
much effort you put into marketing and sellinR t h ese products 
or scavices, no matter how yoo repackage them or reformulate 
them, they are s&ll not making rouch of an impression in the 
marketplace. They axe a drain on funds and on tbe time and 
energies of your key people. These axe the products and services 
that will die sooner or later because, for whatever reason^ the 
market doesn't want them. 

focus Where Bxcettent KesuUs Are Possible 
(n setting priorities for yoor business^ your winners represent 
the top 20 percent of your business activities. Ybu must never 
them for granted. Tbu must do everything possible to ofh 
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Rnde and impco^tr them and e^naure (hat they continue to be 
good sellers and ^neraton o( 

Ybui potenui ''Ftara'' are tbe products that ha>e the poten^ 
Lai of becoming big sellers if you spend enough tune, attention, 
and money on thecD. They are your potential winners for the 
future Investing time and money in these products and services 
is a high priociry. 

The products and servicn ifaat will die anyway, no matter 
howmucb time or money you invest in them, become your ''pos^ 
tenoriLes/' specially in times of reduced markets and profit^ 
ability, you must have the courage and detisivertess to a ccept 
thatf although it seemed like a good idea at the tune, tbis product 
orservite does not lustily the expenditures rtecessary to make it 
suttessful (t should be discontinued or abandoned so you can 
devote your energies to those products and services that repre* 
sent the future of the businns and tbe cash Bow of tomorrow 

Prioritize Your Personal Ufa 

You can practice "'personal tna^" in your life, as w^U There are 
some things in your life that give you tremendous pleasure and 
saufactkin. These are tbe high-priority uses of your Ume^ such 
as your family and your personal activities You should pay close 
attention to tbem and never tbem fur granted. 

There are potential uses of your time^ activities^ and money 
that represent the possibilities of the future These are areas 
where you need to invtat more of yourself and your time if you 
want to maximixe everything that is possible fur you in those 
areas. 

Finally there are those people and acUvitiea in your life that, 
knowing what you now know, you wouldn't start up with sgain 
today These are the time traps and activities that you should 
downsire, minimise^ and eliminate so that you have more time 
for tbose few tbin^^ that give you tbe greatest pleasure and satis- 
faction. 
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Look Jnto tho Futuro 

A kry pan of p^iraoui time cnaugemeiu is tor yuu to the 
tune to look into ibe future P/oiect forwanl fm yeara and thifik 
about where yuu want tD be. Cre a te a mental picture of your 
ideal future and then tbink about the steps that you would ha>v 
to take^ startinf^ today, to make it a reality. Renyember^ it doesn't 
matter where you are comuiR from All that really matters is 
wbere you are Roin^ 

Focus on tbe future rather than the past Focus on upportu^ 
nities rather than problems Think about solutions and what spe- 
cific actions you could take^ rather than things that have gone 
wrong and who is to blame Keep askings ''Where du we gu from 
here^" As John Maynard Keynes said^ "We must give a lot of 
thought to the future^ because that is wbere we are gumg to 
spend the rest of our Irves.'' 

(n many companies^ 80 percent of the nme of senior people 
is spent on the prublems of ytaterday rather than on the oppor- 
tunities of tocxKirrow. Keep thinkuiR of ways tfaat yuu can change 
the tbin^ that you are doxnR today to ensure that your future is 
tunsistent with what you dnire. 

Project forward Fire 

Cary Hamel and C IL Prahalad, the strategic planners who wrote 
the book Compettngjor tbe future, encourage detisxon makers 
to project forward several years when they do strategic planning 
They entourage executives to imagine that tbetr company is the 
top company in the industry some years in the future. They then 
identify the produtls^ services, markets^ and especially skilb, tal- 
ents, and abilities that they will need tu be industry leaders fw 
years from now. Finally, they encourage business leaders to 
begui immediately to develop the core competerKies they will 
need to be market leaders in the future. Yuu should do tbe same. 

Focus On the First 20 Percent 

(n setting prionties, remember that tbe first 20 percent of any 
task usually accounts for 80 percent of the value of that task 
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Ontt you begin workiriR on tbe ta&k, the Ant 20 pereeot o( the 
tune ibal you spend planning and organising the mourtea nec« 
nsary to achiew the task usually accounts for SO percent of your 
sutceas In setting prkKitin^ always focus on tbe first 20 per c ent 
of the task Get on with it and ^t It done. The neat 80 percent 
will tend to flow smoothly once the hnt 20 p erce nt is complete 
(f you axe in saln^ getting the initial appointment^ where you 
meet foce-to-foce with tbe decision maker^ la the furt 20 percent 
of the transaction But it accounts for 80 percent of the value in 
the sales process. The presentation^ tbe closing of the sale» the 
follow-up, the dellve/y of the product or service^ and so on^ r^fh 
resent tbe second 80 percent that only accounts for 20 percent 
of tbe value 

Forgo! About tho Small Things 

(n setting priontin^ never give In to the temptation to clear up 
small things first Don't start at the bottom o/yuur list and work 
up to the important tasks at the top. Don't allow yourself to get 
bogged down In low^uioiity activities. Don't mayor in minora 
As Ooetbe saxd^ ''The thinp that matter most must never be at 
the mercy of the things that matter lesat ' ' 

Tbe nstural tendency of human nature is to follow the l^w 
of Least Resistance (n time management and personal work, this 
means that we have a natural tendency to start on small tasks, 
thinking ibst as soon as we ^t warmed up, we will launch into 
our big tasks and wv will be more productive 

Here la whst ( have found When you start in on little tasks, 
they begin to multiply, like rabbits in tbe springtime Tl^hen you 
begin clearing up your small tasks, you seem to attract more and 
more small t s ^ ks to work on. Tbe longer and harder you work, 
the more small tasks seem to anae. By the end of the day, you 
will be exhausted, and you won't have accompliahed anything of 
value ^ tart with your most important work first 
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Five Key Questions for Setting Priorities 

Thov are hn ktry questiuna that you can aab youraeU rt^gularly 
lo enaujtr that you are vpvrkinf^ on yourtop priorities and fitting 
the very most done that is possible for you. 

1* Why am I on ibe payroll? Ask youraeK if wfaat you are 
doing right r>ow is the most icDporlut thing that you hare been 
hired to do. If your boas were sitting aLross frt>m you watching 
you^ what would you be doing diflerently from what you are 
doing at tbU CDoment? 

Here la an ocereise Make a liat of everything you think you 
have been hired to do and it to your boas Ask your boas to 
organ iae this work I lat by priority Haveyourboas tell you what is 
most UDportant and what la least important From that mocnent 
onward^ work single^mindediy on those taaka that your boas con* 
axdera to be more important than anything else. 

2* What art my highest value activlUes.^ Remember, there 
are only three things that you do that aicount for most of the 
value of your work Whitb of your aitivines contribute tbe great* 
m value to your company^ If you are not sure, aak the people 
arour>d you Everyone knows the most icDportant ibings that 
other people should be doing 

What are my key result areas? What are the specifrc re* 
suits that you have to get in order to do your fob in an eaielJent 
frahion? Of all those key result areaa, which are most important? 

4 * What can /. and only I, do that if done well will make a 
real difference? What la tbe one things hour by bour^ that only 
you can do and. if you do it well, will make a signiAcant lontribu* 
Hon to your business? This la aomelfaing that no one eke can do 
for you. (f you don't do It, it won't be done Doing thia task, 
doing it well^ and doing it promptly can have a CDaior impact on 
yuur career. 
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5* ts tbe most t^a/uobh wr ^ my tims, ngbt new? 
This IS the key question in time manastmenl Every time 
fling and managtiTvenl skill is oneiued around helping you to 
delermine the corretl answer lo this question at every moexsent 
of the day. What is the iDost valuable use of your time ripht now^ 

The Law of Forced Efficiency 

This law says that when you are under trecnendous pmsure to 
get results, you becoexse more and more eflioent at setting prkxi* 
ties and getting things done. 

Here is an exercise tor you (magine that your bos came tD 
you with TWO hrst^ass airline tickets and told you to take fw 
dayss ^1 o^enaes paid, at a beautiful vacation resort. It is Mon* 
day at P 00 Your boas won these tickets at a raffle the night 
before, but he cannot use them He is willing to give them to you 
if you can get all your work for tbe week done by 5 00 f.m. 

(f you retehed such an ofler, and it was only valid if you 
Lould get your week's work done by the end of the day, how 
would that change your nsethod of working^ What would be the 
first ibing that you would want to be sure to cofoplete before 
you left? What would be the second task or artiviry? How ouch 
of your tune would you spend drinking coflee and diatting with 
your coworkers under such a constraint^ How would you do 
your work diflerently if you only bad one day to complete fhe 
days^' worth of work? 

If you need encouragement in setting prioruin, try sskmg 
yourself, "U 1 bsd to leaie town for a month, and 1 could only 
finish one task b efo re I left town, wfaal one task would be the 
most important for me to get done^' 

Put the pressure of priorities on yourself Ask yourself ibese 
questions on a regular basis. And, whatever your answer, set 
those key tasks as your highest priorities. Oo to work on them 
immediately, and concentrate single-CDindedly on those 
untd tbty are complete. 
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Aim for Maximum Payoff 

Your Lmt a yuur Lfc When you are working on yuur bigbeal^ 
prkKiry taaks^ you ar? getting the most out of life Anything you 
do other than your top prionties la a xebuve waste of tunc 

The big^eat payoff of all is that when you are working single^ 
mindediy on your highest^pnortty task, you e x p e rience an un« 
ending flow of energy, enchusiaam, and sdf-es tee m You fed 
more powwful and confident Ybu fed terrifk about youradf 
and your life 

If you work on low^prlority taaks, no matter how many bouia 
you put in, you get no sense of satis^tion or pleasure. Ybu 
merely (eel tired and stressed out at the end of the day. You fed 
harried and overwhelmed Ybu feel frustrated and unhappy. 


Take Time to Think and Then Take Action 

Take time before you begin work to think through and establish 
your pnorttin, using the various ideas and techniques explained 
in this chapter. Select the nHJSt valuable use of your time and get 
started on that one task Diaciplineyouraelftostaywith tbattask 
until it IS tocDplete. W^hen you repeatedly tontentrate on your 
top priontin, you will soon dtvdop the habit of high perform^ 
ance. With this habit, you will gel two or three times as much 
done eiecy day as anyone else who works around you. And you 
will feel temhe about yourself. 

^ (ha aum Of smaU dlbrfs. rspMfad day iTf ar>d day ool. 

uflhoofOMSdv*'' 

— RCMgTCOllEg 


Action Exercises 


1* Besohe today that you are going to become oxdlent at 
ibinking through and working oxlusively on your tof^ 
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pnoruy casks; allow exceptions until ibis becomes 

a habit 

2* Make a list of activities eash day before you befv work, 
and set careful pnorities on your Ufl Divide the itecDS by 
applying the ABCDE foethod to cash one before stamng 
Always work on your radt 

Apply the 80/20 rule to eiery pan of your business and 
personal bie. Identify the top 20 percent of activities^ cu^ 
tomeiv products^ servicn^ and tasks that account for 80 
percent of the value, and fbcua on ibecD before anything 
else 

4* Identify your key constraints to business and personal 
success. What seta the speed at which you SLhieve a spe* 
ciht goal^ and what could you do to recDove the limiting 
factor^ either in yourself or in the situation^ 

5* Ibink about the potential consequences of doing or not 
doing a particular separate ibe ur^nt from the 
portanCf and spend more time doing those things that can 
have a ma|or effect on your future. 

6* Determine your personal areas of occellente» those |obs 
that you do easily and well^ faster and better than others 
ItKse activities are where you can make the greatest con« 
lnbutk)n to your company. 

T* Every hour of every day^ ask youraelf, ''What is the most 
valuable use of my time^ right now^' Whatever tbe an« 
swer^ be sure that you are w^)rlang on that task, the one 
that can naake a greater difference than anything else. 
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Developing the 
Work Habits to Get 
Things Done 

nor ema/um 0/ dmmsuneM; CdtufflstsneM 
cmu/resofman. Waara/rseaswits. and man it mon pow&lul 
tnafimanar." 

— SCKH«» OlSfUCU 


I ood wurk habits go har^d m hwd wuh aucceaa in every 

Am o( endeavor There a notfaing that will bnng you 
to the attention of your auperiuca futer than developing a repu* 
tation fur being a good^ dependable worker How you work de* 
termines the quality and quantity of your rtwarda. How you 
work determinea how much you eam^ how eflective you aie^ 
how cmidi you are respected in your organiaatioOf and how 
muth real aatb^tion you get out of your |ob 

Unfortunately, most people are poor workers. They are iinor^ 
ganixed unfocused^ and easily distracted. Tbty work at about 50 
percent of capacity Sadly enough^ they don't e^enaeem to kncnv 
how to work any diflerently Even if they wanted to^ it is like 
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^pnki/iK a forttgn language; diery wuuldn'l know bow co do il 
wuhoul fuTt being laught. 

Much of tbc blame for pour vpurk habita Ron baak to the 
school ayatem and tbc artirudn of teachera toward academit 
tedeoce and parents toward humcworiL If people go through 
ten or twelve or even fifteen yeara of schooling and ne%er ba>v 
to learn how to settle down and produce good^uality work, u'a 
not surprising they will have a hard time producing bigb-quality 
work when they enter the |ob market. 


The Habits of Highly Productive People 

(n ibis chapter^ you will learn bow to develop the habits of highly 
prudutther people. To begin witb, the foundations of good work 
habits tan be summarired in words: Jbcus and concenM^ 
r<on. 

Focua or) Whal Is Important lo Your Moal Important Goal 
Focus requires clanry tonceming the desired results and the rcU 
atiw priority of eadi step that you need to to adiieve those 

results. When you think of (bcus^ think of a photographer adjust^ 
ing bis lens to keep the key subject sharp in tbe center of the 
picture 

1b be truly eS^nve at work, you rmist be continually adjust^ 
ing your lens to be sure that what you are working on is tbe most 
important thing you could be doing at the moment to achioer 
your most important goal The worst waste of lin>e is doing 
something very well that need not be done at all. 

CorKantrata Your Er>argiaa 

Concentration requires the ability to stay with a task uruil it is 
100 percent complete. Concentration means that you work in a 
straight line to get from where you are to where you want to go 
without diversion or distraction Conceruradon requires that you 
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Flay on lask, without ^ttiog sidttradtrd into duinf^ thmp o( 
Itseet importance. 

There is a sto/y & traveler in aneient Greece who nxe an 
old man on the road and asked him how he could get to Mount 
Otympua The old man^ who turned out to be Socrates, replied 
by aaying^ you really want to get to Mount Olympus^ lust 
make aure that every atep you is headed in that direction/' 

(t you want to accompliah your goala^ you oniat be sure that 
everyihinK you do is taking you in that direction. This decision 
alone will dramatically increase the ijuality and quantity of wfaat 
you get done each day. 

Four Steps to High Productivity 

There are four mam steps ro high productivity, and they cannot 
be repeated too often: 

1* Set dear goab and obJecUves in writing Think through 
wbal you are trying to accOfDplish before you begin Ask yourself, 
''What am I trying to <k>> How am I trying to do it^' Whenever 
you eipenence frustration of any kind, go back and repeat these 
questions 

2 * Deveiop a datuiled plan of work and aetton for achte^ 
mgyoHT gooL Setting clear goals answers tbe ''Vhal am 1 trying 
to do^'' question Making detailed plans of action answers the 
question of ''How am ( trying to do 

9 * Set dear priorittes wub each of your work tasks erga^ 
nized in a blemrthy c/ value and importance to tbe daslred 
restdt Apply tbe 80/20 rule over and over^ day by day, and hour 
by hour^ before you embark on any task or activity. Discipline 
yourself to work on your highest priority before you do anything 
else. 

4* Concent r ate str^gi^minAdly untbout dttfervion or dis^ 
traction^ on tbe most important thing you can do to aebiave the 
goal This IS the real key to getting thm^ done. 
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The Benefits of Concentration 

Then are beneAcs £rjcd Innung how co coficeiurete 

Pirn ifnporlanl task cornpieciun a a source of energy, enthusi* 
aam^ and selfesteem On die other hand^ failure to complete 
important taaka^ or to complete them only partially, la not only a 
ma|or source of stress^ but it ^€piMs your enthusiasm and self« 
esteem. 

Vhen you complete an uoportant task, you experience a 
surge of energy and well4xing But when you work on an unim« 
portant task, even if you toreplete u in a timely fashion, you get 
no feeling of satisfaction or personal reward at all 

Disciplining yourself to concentrate on a |ob until it is An« 
ished gi>es you a feeling of conhdente, competence^ and mas- 
tery It gives you an experience of self<ontroJ, so you teel tfaat 
you are in charge of your own destiny. 


The Habit of Task Completion 

The habit of com pie ting your tasks, dnishingwhac you start, la an 
nsenul part of character building You cannot imagine a fully 
mature, Ailly functiorung person wbo is unable to Anish what 
she begins The development of this habit is die key ro long-term 
sutcio;s 

Ybu can accelerste die process of becoming a highly produc- 
tive person by regularly visualmng yourself as focused and chan- 
neled toward bigb achievement See yourself as a highly 
produtthe. effioent persoiL Feed your subconatious mind with 
this picture until it is a ccepted as a command RetDeober^ the 
person you "see"' la tbc person you will ''be.'" 

Your subconackMis cannot tell the difference between a real 
experience and one that you vividly imagine. If you ireste an 
imagmary ptctuie of yourself peribnning in an efficient and eftet^ 
tive way, your subconatious CDind reacts exactly as if that la wfaat 
you were actually doing st the moment. Each time you replay 
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this imagt* o( yuujMlf ptrformifig al your btstf your svbcon* 
scioua mind records ii eucdy as if il wtre happening again. It 
then adjusts your wo/ds^ actions^ and behavluc so that your ac« 
Hons on the outside are consistent wiib the picture you ha>er 
treated on the inside. 

Each time you remember an occasion when you were per« 
forming at your best with confidence, your mind imprints it into 
your aelf<oncept The more often you see yourself as the very 
best that you can possibly be^ the more rapidly this betooKS your 
automatic behavior. Ybu program yourself tor sucteas by feeding 
your mind witb positive pictures, either imagn tbat you oeate, 
or repeat pictures of previous peah^pej fui iiiance experiences 

Combine Thoughts wilh Foolings 

The principle of €fHoHonoUz4Uton is powerful when you use it 
in conjunction with visualization There is a formula that sa^a 
''thought times eiDOtion equals mult'' (T X B ^ Jt). What this 
means is that if create a clear mental picture of yourself 
working e Si ciently and well, and you combine that witb the emo 
Lons of enthusiasm and enjoyment, your subconscious mind ac« 
cepts this picture more rapidly as a command. Therefore, it more 
rapidly becomes your current behavior. 

A powerful method for reprogramming your subconscious 
mind with the thoughts, ftrelinip, and behaviors of highly pro- 
ducLve people is for you to "act as iT' you were already the 
efficient, tflectrve person that you desire to be. 

Assume thsPceUion 

It turns out that there is a physical position for almost every men« 
tal or emotional state. There ts body language fur good work 
habits as well. For tsample, if you work at a desk and you sit up 
straight, erect, and lean forward, you acnially trigger a feeling of 
being more producthe If you walk briskly, with your head up, 
your shoulders harif and your chin held high, you tend to (eel 
like a more confident and productive person 
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The l^w of Rt^rsibility thal J you feel a particular way 
on tbe inside^ yuu will act that un tfae outside, (t aays 
that if you act as if you already tele tbe way you desiie, your 
actionss which are under your direct control^ will ixeate the freU 
ifigs^ whidi are not. 

If you want to be conddent, act coniklently. If you want to be 
Luufageotiaj act courageously. If yuu want to be efhtient^ behave 
as U you already are an efficient peraoiL Your actions ^nerate 
your feelings and belie6^ iust as your feelings and belief deter^ 
mine your actions 

Sai^Strmigbt 

On tbe other hand^ if you slouch in a chair or walk alowty with 
your head down^ jou will feel lethargic and unproductive. If you 
put your feet up^ or lean back and relax^ your energy levels will 
drop and you will lose your enthusiasm for any land of pruduc^ 
trve work 

Throughout tbe workday^ you should stop regularly and ot^ 
serve how you are sifting and doing your work Ask yourself, 
''Would a highly eflective person sit and look like this^" If the 
anssrer is no^ then change yourposTure and your position so that 
it is more consistent with the s^y you think a highly prudutthe 
person would sit and spwk 

P ef^nt a Gwnius 

Some years ago^ R^ader*s Digest reported on a study of geniusea 
The story oamined the life and habits of many geniuses over the 
agn in an attempt to determine what charactenstica they had in 
common. The magazine finally concluded that all geniuses 
seemed to behave tfae aanx in three ways. Fortunately^ ordinary 
people snib average intelli^nce can develop these three quaL* 
ties or behaviors and dramatically inoease their mental produce 
tivlty as a result 

The first quality was that all geniuses seemed to a rw* 
and orderly approach to problem solving Whenever 
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somethifig wtMU ^pTwir, th^y would slop snd analyze xt Larefully, 
step by strp^ befont jucDptng lo a conclusion or taking action to 
resohv u As a muU^ when they Anally did make a drasion^ il 
was better than those of people wbusicDply/Mcted to a proUem 
rather than thinking u tfa/uugh 

The second quaLry that the geniuses in the study seemed to 
have in common was a sense of wonder— the ability to look at 
Situations in a fresh, almost childlike way. 

Geniuses keep an open mind and a flexible attitude toward 
all subiects They allow their minds to "'float frec4y/' and they 
examine all the possible waya of approaching a siniation or solv- 
ing a problem before they come to a conclusion They are contin^ 
ually asking themselves the question "What ebe might be the 
solution?'' 

The third quality of geniusn is that they seem to have the 
ability to concentrate with greater depth and intensity than the 
average person Thomas Carlyle once said^ "Genius is simply an 
infinite capacity for taking pains." Almost anyone who can diso« 
pline himself to concentrate single ^rundedly on a single subiect 
until he completes that task or masters that sub|ect will begin to 
perform vastly better in that area 

This ability to concentrate singlesmindedly applies to sales, 
management^ parenting^ negotisting, or anything else. All great 
achievements are the results of long periods of single-minded 
Lontentration, focused on asingle task orobiective^ until tbejob 
is complete 

Steps to Better Concentration 

Thoe are several waya to develop the qualities of concentration 
tonunon to exceptional men and women These are all business 
skills^ and they on be learned by anyone who possesses enough 
determination to practice them repeatedly until they become 
habits 

Pirate before you start work^ clear your workspace of every^ 
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thing Qttcpt exactly wbal you need to complete your highest^ 
prkjnry task SimpUcKy and order ter>d to be more conduche to 
highly productive work, for average people aa well as tor ge* 
muses 

Second, plan your days and organiae your work so that you 
creste bludis or chunks of to work on completing ma]or 
tasks Use your ingenuity to find ways to time from olber 
activities, and consolidate thi« time inro blocks of a minifniicD of 
sixty to mnety minutes each. Because of the time it takca you to 
settle into a tasb^ it is usually not possible for must people to 
accompUsb meaningful in less than sbcry^minute to ninety^ 
minute perkxis. By meaningful tasks, ( am referring to treathe 
work such as writing rtports and proposals, as well as holding 
meetings and discussions with and about people and pro|ects. 
Almost all important t a s ks require unbroken periods of time 
where total concenlralion la possible 

^u cannot rush important comecsatiocuk diacussions, orne* 
gotiations. You need blodts of time. Ito be able to concentrate 
your attention^ you must become creative in finding these bkidts 
of time. There are many ways to accompliah this 

Early to Bad« Early to Risa 

One very effective technique is to work at home in the morning 
for an mrtended period, before you go in to work You are usually 
fresher and more capable of concentrated effort first dung in the 
morning iban at any other time during the day. 

For example, you can go to bed early and get up at ^.00 kh 
Start Vpurk immediately, and spuck without interruptions for 
three or four huura before going into the office Ybu will be 
amased at how much you get done in these unbroken, uninten 
rupted chunks of time, early in the day, when you are rested and 
at your best 

It ts amazing how many great men and women practice this 
way of working. Thomas .lefferaon once wrote, ''The sun bas 
never caugbt me in my bed '' 
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Vhen you ^t up and ^t guinK earty^ jou can get tbe Kfiava* 
Icfnt of an entire day's vpOfk done before die nunnal working day 
even begins If you work from xh lo ft 00 xm and then go 
to the oflite^ you will soon be on top of all your maiot tasks 
Everything else you get done during the day will be a bonus 

Work Without Inlormptiona 

Many companies in large cities will often rent an apartment near 
the office and fumiah it with deslos thairs, and offite supplies so 
that aecuuvescan go there and work without interruption away 
from the telephone and drop-in visitors. This dramstically in« 
treases their produttlvity^ especially when they are worlans on 
important tasks and protects that have to be done on a spetiAc 
schedule and completed by a certain deadline. 

The very fact that you know that you will not be interrupted 
enables you to concentrate better and produce more If you axe 
working at hooe^ you should disconnect your telephone so that 
no calls can get through to you. forking without interruption 
for long periotk is an otraordinanly powwful way to increase 
your output and get more and better results. 

Start Eariior Work Hardati Stay Lalar 

There are three olber simple technk|ues that you can use to dou* 

ble your productivity and to accelerate your results 

1 * Go bUo tbe office one hour earlier, be/ore tbe uforkdAy 
befinx By leaving home early and getting into tbe office eariy^ 
you will avoid most of the traffic. Since there is no one ibere to 
interrupt you^ you can get started ifomedialely Often you can 
clear up an entire day's work in that one hour. 

2* Develop the habit ofworkif^ itrai^>t ihrou^ the typicAt 
tuncb boAf when aimoit everyone else hae left Ae Op^ce. Com* 
pany policy permitting^ there is no law that says that you have to 
Ro for lunch when everyone else goes There is no law that says 
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that you have to eat lunch from (weher to one each da^. You can 
your lunch hour betb/v noon or ahet one o' dock (n both 
caaea^ there will be no luncl^hour cw<b or delaya You can eal 
quickly and be back at vpork with >ery little downtime You can 
Ret in and out iaater and you will get better service. 

Stay tn /he office and work one extra hour after everyone 
goes borne This la one oi the bnt for busy people to slay 
on top oi their jobs During that uninterrupted hour (which^ as 
you know, la worth three hours during the day)^ you can dear 
up ad your reaponaibilities^ write your reports, dittate your cor« 
respoodence^ and plan the next day m detail Ttx key la to take 
those sbcry^ to ninety^fmnute chunks of and work without 
inte/Tuption. Close the door, unplug the telephone, put your 
head down, and work without stopping 

The ParudoxesfWork 

The paradox of work is, ' ' You can't get any work done at work ' ' 
Fully 75 percent of the time in any work environment is spent in 
convtraation and diacuasiona with other people There are 
never^nding dialractionaf interruptiona, and telephone calls As 
much as 30 percent of working time in any environment is taken 
up with idle chitchat among coworkera as they go back and forth 
throughout the day 

If you start one hour early, work through lunch, and stay one 
hour lattTf you will add three hours of productive time to your 
workday. Ybu will, in effect, double your productivity, perform* 
ance, and output. Ybur results will skyrocket You will get vastly 
more done than the other people who work at regular boura. 
You will be so fer ahe^ of your coworktra that people will be 
amxsed at how much you get done. 

Hard, sustained, concentrated effort is essential to high pn> 
ductivity and the successful achievement of anything worthwhile 
Every gre a t accomplishment in human history was preceded by 
an extended perkxl of concentrated effort for a long, I^R Hme, 
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sometiiiM tor nvoolfas or years. Your |ob is lo oeatr tbeae 
thunks of cifne 

Minimize Idio Convoreation 

Some of the great time waste/s or time savers^ depending on 
how you handle them^ axe conversations and discussions with 
covporkers and stafl. ^ince conversation and interaction are inevi« 
table and unavoidable^ the way you handle discussions can ha>v 
a substantial impact on your overall productiviry and no^ilts 

Vben )ou have a meeting with someone, arrange your oAce 
and organize your time so that you concentrate singte^mindedly 
on that person during the meeting. Do not allow the tomersa^ 
tion to go oS on tangents, listen intently to the other person 
when be speaks and mist tbe temptation to digress from the 
topic being discussed 

The very act of listening with intense concentration draroan^ 
tally reducer tbe amount of time that it takes a person to commu^ 
mcate his full n>easage It is amazing how much time iS wasted 
or lost because of conlimious digression from the subject or dis^ 
tractions^ such as a ringing phone or people walking ui. The 
more you can control ibeae intemiptions^ the less tune it will 
you to have a high-quality conversation that achieves the 
results you desire. 

Dovolopa Compulsion forClosurs 

There is something in tbe human brain that thrills to any com« 
pleted task One of the n>ust important habits you can develop 
is that of dosure, or completion. Set speoiic deadlines tbryour^ 
self, and use them as a ''forcing system'' that enables you to con« 
centrate single^mindedly on tasks Discipline yourself to do one 
thing at a Ume^ and then to complete that one taak before you 
begin something else 

Each time you satisfy your brain s needs for closure^ it re* 
leases endorphins into your bloodstream. These endorphins 
gheyuu a sense of happiness and well^bein^ They inoease your 
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tntr^ and Lceathity Tli^ iinprwtf your pctaunaliry and maktr 
you tte\ good about yuuiMlf Disciplining youiwU to complete 
impurtani tasks imp/uves the uverall quality o( your bie and dra* 
maUcaliy inoeases your produttivity. 

Roward ^^uroolf RoQuIarly 

One of the wayi^ that you can condition yourseli fur task comple* 
tion iS to set up a structure of rewards fur eadi thing that you 
do. Juat as animals are trained by their handlers giving them a 
sugar tube or a biscuit when they perform a particular tnck, you 
tan condition yourself by giving yourself a btlle rerward eath time 
you cofDplete part of a task, tau can then give yourself a large 
reward for tbe completion of the total gob. 

Psydwlogiats have found that percent of your o>otivation 
to engage in a particular action is determimd by tbe benefic that 
you anticipate enferying as the result of taking that action. When 
you set up a reward system fur yourself^ you iDotlvate yuurself, 
both conatiuusly and subtunscioualy to continue working with« 
out distraction toward task cucDpletiofL 

J^rs th^ltewards 

When you need tbe cooperation and understanding uf nyembers 
of your hjwly while you are working on a big taak or completing 
a major assigrunent^ discus and agree upon a reward tbr tbe 
entire family when the |ob la done. It can be sufBething aa simple 
aa going out for dinner or to a movie It can be a vacation or a 
trip to Dbneyland. Vhen everyone knows that there la a reward 
at the end of the road^ the people around you will be mure un« 
derstanding and suppurtivef and they will e%en encourage you 
to keep working at the |ob until it is finished 

Many comp an lea with sain tbrtn use system of hjwly 
rewards with great suttesa. They organixe their sales contests 
and quotas in such a way that tbe top producers get a tnp to a 
resort in Hawaii or the Caribbean if they bit their targets. They 
send tbe brodiures desoibing tbe resorts to tbe spouses of the 
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selespeupJcf at their homes. The spouse at bume^ who is now 
9l9t\ fDoUvated by tbe idea of the reward, constantly encoun 
age the salespecaon to the sales fiecnsary to quali^ for the 
trip 

Etewaids are wonderful incentives ro high performante You 
should create as many of thecD for yourself as you can think of 
Even if It b something as simple as going tor a walk after finiahing 
a report^ the anlicipatioo of tbe rerward will drive you onward 
and belp yoo to concentrate on the taslc 

Talk to YourMlf Poailivaly 

You can improve your abdity to concentrate on any taak by using 
posiUt>€ Whatever commands you repeal to youn 

self are t^ntually accepted by your subconscious mind. Your 
subconscious then motivates and dnves you to behave in a way 
consistent with that cocnmancL 

When you lo youraelf in a positive way^ with the emc^ 
tions of enthusiasm and conviction^ you End youiaeU 
dihen toward higher productiviry. You on develop a trigger 
phrase when your attention wanderv Keep repeatingf '"Bade to 
work! Back to work! Back to work!'' whenever you find youraelf 
getting dbtracted or you feel like procrastinating This will )olt 
you into getting bade on task, and keep you working on the |ob 
until it IS done 

When someone else a^ants to talk to you or distract you from 
your workf you on break away by simply saying, ''Well, 1 guess 1 
have to get bade to work^'' When e ver you say that you have to 
get back to work, the other peraon will usually stop talking and 
leave you alone. 

Each time you repeat these words, you will be surprised at 
how easy u is for you to return to your work and start ciKicentrat^ 
ing again 

PracticB Singlo^Handling 

One of tbe moat powerful methods for getting ifainp^ done ts to 
practice wbal is called "single4iandling " Singleshandling means 
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that ooce you »tart a laab of any kifid^ you rcsoivt* to »tay at that 
until It IS 100 ptr^tni complcfte. 

(f you pick up a letter, begin a rep o rt or p/uposal^ or initiate 
a sales or conversation^ discipline yourself to stay at it until 
it iS finished This simple technique can inoe^se your productive 
ity by as much as M p erce nt tbe first day you start using it. (t is 
one of the most powrrfiil habits of time management you will 
ever learn. 

Get Onto Ihe Learning Curve 

Tahe advantage of what timts and* motion experts call the ''leam* 
ing tui^ '' Vhen you do a group of similar tasks together, the 
amount of time it takes you to do each subsequent task declines 
If )ou have to make ten or twenty telephone calls or distribute 
that many reports, you can decrease the amount of time necew 
sary tor the completion of each of these t s ^ ks by as much as 80 
percent by using tbe learning euive Every time you do one of 
thne tasks, you get better at it, so it takes you less time to do it 
even better neat time. 

The learning curve only works when you do similar tasks one 
after the other, repeatedly, until they axe all done This is wby it 
is essential to bunch your tasks and do them all at once rather 
than sporadically through the day 


Personal Productivity Techniques 

There are a senes of tediniques you can practice to inoease your 
productivity and performance, and improve the rate at which 
you get things done These are methods used by the higbestpaid 
and most productive people in every held. 

1* ConcerUra^ yoitr Use the principle of "concen* 

ntion of power.'' This requires that you concentrate your tal* 
ents and abilities where they will yield the highest payoff to you 
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at die CDoment. It li the key to personal productivity and is essen- 
tia] to success in persona] strate^c planning 

(n Lurporste strategy sessions^ managers tdcus on the goal of 
increasing "reoim on equity"' {ROE). The purpose o/ business 
strategy is to allocate the company's resources in sud^ a way that 
they yield the highest possible financial return on the equity in- 
vested 

Here is another land of BOB for you. In setting personal strat- 
egy for yourself^ your goal is to get the highest "rerum on en- 
ergy ' Your |ob IS to allocate your talents and abilities in such a 
way that you achieve the highest possible return on the mental, 
emotional^ and physical energies that you invest in your work 
Your highest return on energy is almost alwaya that task where 
you combine your unique talents and abdiUes with the specific 
needs of the situation You then tbcus and concentrate single- 
mindedly on that one task, which is the key to high productivity 

Whenever you have a new |ob to do^ aak yourselh ""Does this 
|ub give me my highest rerum on energy invested?'' Discipline 
yourself to apply your where you can adiieve the greatest 
results and rewards for both yourself and your company. 

2* Ccnc9fU n U9 wh^rt sqperfor results are posUbh. Resolve 
to concentrate on the ftw areas where superior performance will 
bring outstanding results Usually less than 9 percent of whst 
you do accounts for most of your mulls Continually aak your- 
self, '"Vhat can (, and only I, do that, if done well, will make a 
real diflerente^" 

Discipline yourself not to work at those tasks that, no matter 
how well you do tbecD, cannot help you or advance you in your 
career. Itiey do not give you as a return on energy as socoe- 
thing else 

5* Do ibtfigs)>ou'f€ When you do things at which 

you etcel, you get more done, make fewer mistakes, and achieie 
greater personal productivity. Not only that, you en|oy your 
work more when you are doing things tbat you do well Wbat 
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are the tew things thdt you do better than anyone else? Vhat iS it 
that you do easily that seems to be diflkuit for others? Focus on 
yuur unique talents and concentrate on those few areas where 
you can aLhxeve nipenor/vsuils. This is the key to peak perform^ 
ance 

4* Focus on opporiufUties. Concentrate your strengths^ and 
the strengths of others, on your ma^or oppoctunities Focus on 
the opportunities of tomorrow, rather than the problems of yes- 
terday. Concentrate your best talents and energies^ and those of 
yuur best people, on those few areas where breabtbruughs 

are possible. 

Many cofopanies make the mistake of putting their best pet^ 
pie to work to salvage the cmstakes of yesterday, rather than de- 
ploying them to maximize the opportunities of tomorrow Keep 
asking yourself^ ''What are my biggest opporrunities for the fu- 
ture? Where tan I make a real breakthrough U ( concentrate^" 

5* Fisb for wbsies. Fish tor wfaales^ not minnows Remem- 
ber tbat if you catch 1 ,000 minnows, all you have is a bucketful 
of 6sK But if you catA a single whale^ you will pay (or the whole 
voyage. 

In business^ you onist look at your marketplace and try to 
determine who or wfaat the whales might be. You then make a 
plan to go after them. Sometimes, landing one btg customer^ or 
selling one whale of an order, will be enough to make a business 
or an individual successful. 

6* Focus on key res%*ft areos Identify the key results you are 
expected to get by ariFSpenng the question: ''Why am ( on the 
pajTull^' Once you'>e identified your key result areas, work in 
them exclusively 

Each person has five to seven kty result areas where they can 
make an important contribution to their | A and to the organiza- 
tion It is only wben you concenme your efforts on your key 
result areas that you will acfakve the most significant results pos- 
sible for you in tbe shortest period of time. 
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T* Set and keep deadlines Set deadlines for important 
and ^titk to them Deadlines tb/ce you to work harder and more 
effectively as the deadline appcoathes 

A goal or an assiRnment without a deadline is usually an oen 
cbe in futility It has no motivational force behind it. It creates 
no cofDpulsion for closure, (t is sooMthing that you easily pro- 
eras tin ate on and put o6 until the last minute. 

Set deadlines tor everything you do Prumise other people 
that you will finish certain I obs by the deadline When you prom* 
ise others, you motivate yuuraeU to fuliUI the promise Vhen you 
piar»* your hoooT and your ego on the line by making promises 
to others^ you dnd yourself internally dnven and motivated to 
get the |ob done eaaetty as you said, on schedule. 

8* AUow enougk time Allow enough time to do everything 
well. Take the time to tomplete the fob in an excellent bshioru 
Praciite the ''$0 percent rule/' which says to alsp^ys allow your* 
self an extra 30 percent of time to tomplete any task Build in s 
tushion for unexpetted difficulties^ delays^ or setbadis Highly 
productive workers always allow enough time to do the fob 
ngh« 

9* Maifuem n steady pace. Don't burry or rush around fran* 
tically to get the job done Maintain an easy pace and work stead* 
ily. Remember the fable of "The Ibrtoise and the Kare''^ Highly 
productm people work with a certain rhythm that allows them 
to flow through enormous amounts of work without becoming 
stressed or arcoous As Thomas Csriyie said, ''Our grest business 
in life IS not to see what lies dimly at a distance, but to do what 
lies clearly at hand.'' 

A hallmark behavior of successful salespeople^ axcunves, 
and entrepreneurs is that they do one thing at a time They do 
the most important thing in front of them^ and they slay with it 
until It IS complete They set priorities and they single^handle 
their tasks. 
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10. Think akoui resuUs. Result onentatioOf die ability to get 
things dofie^ is a key quality of all peak pttfuuuets. You on de* 
velup die ability to coficentntr ainglesmindedly through p/vtice 
and repetition, over and ow^ until u betocDes an ingrained 
habit of success. Once you develop the skill of ^tting things 
done^ the skill will serve you for the rest of your life 

do, 

flwikikpo w w; andmacwM/f* 

^)0HANNWCLF(MM VON OOrTW 

Action Exercises 

1* Plan your work thoroughly in advance; have everything 
you need before you begin work^ and then resolve tD 
focus and concentrate 

2* Bunch your tasks, do repeutm or similar fobs all at once^ 
one after the other, taking advanta^r of die learning 
curve. 

Work on those tasks that give you die highest return on 
your investment of mental^ emouoniL and physical en« 

«*y 

4 * Create blocks of tune when you can spork for octended 
periods snifaout interruptions This is the key to tbe ac« 
complishment of important tasks 

5* Set deadlines for yourself for each task, and give yourself 
rewards for completion 

6* Develop a compulsion for closure. DbcipUne yourself to 
work steadily^ snthout stopping, until the task is com* 
plete. 

T* Keep repeating the words ''Back to work^" throughout 
tbe day to keep yourself focused and concentrated on 
your key result areas 
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Managing Multitask 
Jobs 

eOnb 4M dxe«v i$ tf>d Mfii^ o< 

— JMROHN 


A ll of life IS a senes of p/u]ecls. A pro|ect is a complei cask 
It often called a This cype o/job requires 

Che coordinaciun of che efforts of several people^ each of whom 
is responsible tor part of the |ob^ wuh every part of Che |ub beinf^ 
necessary for successful cucopleCion Your ability to handle ibeae 
mulcitask jobs iS a mtiol skill for success. 

All achievements of consequer>ce are complo, and they in« 
volve tbe cooperackm of many people. An o:ample would be the 
race to put a man on the cxKion. Tens of thousands of men and 
women had to coordinate cheiractivitin for its successful accom* 
pUshment 

Even Simple taaks planning a party, or producing a bn> 


11d 


. tarn isiia Mosa » 


120 


Time PoMier 


Lhure or oewiitUtc, requiitr the abdxry ro plM multiple tasks 
This type ol plan/iiiig and o/^nmng is one of tbe core akdU of 
dme management Your ability to put together and work with 
a team of people on a protect is the most important akdl for 
advancement in your work 


The Key Management Skill 

A study by Stanford Unherairy on the qualities (hat companies 
look for in pnjmotnR people iruo the position of thief eaecuthtr 
officer concluded that the ability to put togecfatr a team to ac« 
tompliah a task was tbe single most important kleruihable qual* 
ity of an eaecutm wbo was destined lor the track in ber 
tareen 

l^be the example of the spectatular success of a man 1 m 

(acocca^ who saied Chrysler Corporation from bankruptcy One 
of the reasons be was hired into the presidenty of Chrysler eras 
because of his ability to bring senior executhes (ORCther from a 
vanery of different areas to turn the company around, (n his hrat 
thirry^six months at Chrysler^ he replaced thuty^five out of (hirry^ 
sn senior vice presidents. His ability to assemble this team made 
all the difference In his autobiography^ he gives full oedit to tbe 
men and women on those teams who revived the company 

Your ability to put toRether teams to do mulbtssk jobs or 
complete tomplo: protects will determine the course of your 
career as much as any other foe tor It will enable you to multiply 
yourself times the talents and e ffo rt s of others^ and accomplish 
vasdy more than you ever could on your own 


A Learnable Skill 

Fortunately^ project mansRement is a leamable alall^ riding 
a bicyde. It can be divided into a series of steps, esch of which 
you can master^ one at a time. 
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Start with th% End in Mind 

(n managing any pruiect, you begin by deAnxng the ideal desired 
res%dt of the pruiect What uactty are you tryins to accomplish^ 
What will the pco|ect look if it h a complete success? 

Start by dehning the successful completion of the protect, 
the ideal desired result. Write it down and tianfy it on paper 
Then^ work backward to the beginning of tbe project. Do this 
eae/cise in coniunctioo with the team membera involved when« 
ever possible. 

How will you be able to tell if you have cocnpleted this prut* 
ect successfully? This step^ of thinking through and dehning your 
ideal er>d result^ is one of the most valuable of all mental and 
physical planning tools for any project 

Start at tha Bopinning 

Once you are dear about your deaired result^ you then start from 
the beginning Determine what you are going to have to do to 
get trocD where you are to the completion of this project^ on 
schedule and on budget Determine a speciAc deadline or target 
to auD al Make sure that it is realistic and schxevable 

Asoomblo tho Toam 

Bring to^tber all the people whose contributions will be nece^ 
sary for tbe success of tbe project. Sometimes you need to aasem* 
ble the team before you can even deode upon the ideal result 
and the schedule Remember that people are everything Take 
ample time to think carefully about the people arho are going to 
be the team members. Fully 95 percent of succns in everything 
that you accomplish as a leader will be determined by your abd* 
ity to select the people who are going to help you to do the 
work. If you the mistake of selecting poor team members, 

you will almost invariably And it more diiAcult to achieve the 
goals tbat you have set tor yourself 

Jim CoUms, ^ his best^Uing book Good to Greetf says: 
''Tlx key to success is to get the ngbt people on tbe bus, and get 
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tht wrong people ofl (he bus Itwn^ put the xighc people in the 
oglu seats on the bus/' 

Focus on the people before tbe lash Remember that because 
all productivity cocoes from people^ the people are (he most im« 
portant ingredient. 

Sharg the Ownership 

Instill ownership of the p r oj e ct in tbe team mecobera by shanng 
the job with them There is a direct rebtionship between bow 
much a person feels a sense of ownership tor the |ob and bow 
tonumtted he is to making the project a success. One of the bey 
iobs of leadership is to instill this teeling of ownership in esth 
member of the team, so that eacb person feeb personally re* 
sponsible for the accomplishment of the osvrall protect Ybu ac* 
complish this by discussing every detail of the project with the 
people who are expec te d to carry it out 

Davalopa Sharad Vision 

Asbared vision b an ideal future picture of sucens that everyone 
bu>a into. How do you dtfvelop a shared vision^ You sit down 
with the members of your team and work with them ro answer 
the question, ''What are we trying to accomplish?" You encour* 
age everyone to contribute^ to visualise^ and to imagine tbe ideal 
outcome or desired result of the project. Once this vision is clear 
and ahared by everybody^ you mo>e on to the development of 
"shared plans" to adueve tbe vision 

Crsats Sharsd Plans 

Shared plans are essential to successful project completion. Thb 
step requires that everyone on the team work together to discuss 
and develop the plans Plans include the stepby^tep activities 
that will be necessary to complete tbe proiect. Everyone knows 
wbal has tobe done^ and e%en more important, cwryone knows 
wbal each team member is supposed to do. Tbe more time you 
spend planning with the members of your team in the early 
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the more tununKted and oeatlve they will be in accomf^ 
liahifig the taab once you rcc started 

Set Schedules and Deadlines 

Once you have a shared vtsxon and shared plana^ and everyone 
knows exactly what la to be done and what the ideal result will 
look like^ the nort step la for you to set a deadline tor protect 
completion based on the consensus of your team Ybu may re- 
quire 8ul>deadlirm as well Achieving consensus is exiretnely 
important in building a peak-performing team. Asb people bow 
long they think it will take to complete each part of the task 
and to coropJete the task overall As the result of discussion and 
exchange, everyone should agree that the protect can and will 
be completed by a certain time One of the biggeat mistakn in 
protect managem e nt occurs when the protect leader sets a date 
or deadline that is arbitrary and with which the team members 
do not agree In each case where this happens^ problems arise 
and tbe deadline is not met U the deadline is met, the result is 
often so full of mistakes and problems that it would have been 
much better to have agreed on a reasonable deadline b efo re you 
began. Set your deadlines based on the consensus of your team, 
or men a ma|on(y decision^ if that works for you. Get everyone 
to agree on the timing and scheduling for each job or task that 
they will be expected to contribute to tbe overall projecL 

List Everything That Must Be Done 

List every task, function^ and activuy that must be completed, 
nght down to the smallest |ob. The more that you can break the 
protect down into individual Jobs and tasks, tbe easier it is for 
you to plan, organise^ supervise^ delegate^ coordinate^ and get 
the protect hnished on time. 

Identity the Information You Will Require 
Identify any additional information that you will need to com- 
plete the pro|ect list the acquisition of the information as a sef^ 
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arale ca^k Asai^ u or 6 elcfpte u specifiLaUy lo onr o( tbe team 
members. Set a deadlme Elemember^ a deciaioo withuul a dead* 
lirte la mtntly a meaninsleas dbcusaiuo. Nothing geta done. 

Idanlity tha LimiHng Factor 

Detenmne the timiUfig si^p in the cucDpletion of tbe projett by 
anawenng the question^ ''Wbal part of the pco| e ct that la^ wfaal 
task or activity— dete/minea tbe speed at which the pco|ect can 
be completed^' In other apords, what part of tbe taak is the bot* 
tieoedc that seta the speed fur everything else? 

For emnple^ when my tompany decides to do a public semi« 
nar lot 1^000 people, the limiting step that detenmnea every^ 
thing else la finding and booking a hotel or convention Polity in 
a particiilarcity Finding and finalizing the apace fur the seminar 
is aliDost always the most difficult bottle nedc in the whole prot* 
ect. Once we have confirmed a loadon^ we can then begin mar* 
beting^ sales, athertiaing, promotion^ titket sales, the shipping of 
produtts and matenala, staffing, and everything else. 

In every protect, there ia a bortlenedc There is always one 
task that determines the sdiedule for everything else. Start oS 
by identifying your limiting step, and then make alleviating that 
tonstraint your top priority Put your most talented and capable 
people, and even yourself, to work on that task. Nothing can be 
done until that |ob is dune first 

Organize tha Project 

Organize the different parts of the protect in tspo ways: 

Uai tasks and paraiM tasks. You organcae by sequence when you 
determine whith jobs must be done before other Jobs can be 
done, with each task in order. Sequential organization la neces* 
sary where a particular task requires that another task be com* 
pleted before it can be started In almost every mae, before you 
do anything, you have to do something eke first Organize the 
tasks sequentially wuh a logiol process of activities fro m begin* 
rung through to tbe end of the pro|ect. 
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The scLood way lo or^ruzc ihe t&sks b throuRh parallel ac« 
bvines. ParalJe4 activiliea aaal when mute than one taak on be 
done at the same time Two or more people tan be working on 
or three diflerent taaka independently of each other. 

A Typical ktuMtMk Joh 

Pot o:ample^ let us icnagine that you are going to be renting and 
moving to a rww building The limiting factor or constraint b the 
detbion on the space that you axe going to rent, the detennina^ 
Hon of the exact address, and the signing of the necessary rental 
or lease docucxKnts. Once the location has been determined and 
secured, several other tasks can be done botb sequentially and 
in parallel 

Some aequential taaks are determining tbe exact requirement 
for furniture and fixtures in the new oChces, paclang up tbe old 
oCbces, arranging for a moving company to transfer the fumiTure, 
and the actual moving in. 

Some parallel activities could be arranging for rww tele* 
phones; ordering new stationery; inferming your customers, 
vendors, and suppliers of the new address; and other activities 
that can be done independently of each other. 

Think ork Papar 

Create or actjuire a simple pcofect management form Porru* 
nately, because of tbe recognixed imporlance of pcofect manage* 
meat, there are nucDerous books, workbooks, planning forms, 
and computerbased project management syrtems They on be 
used for protects as simple as throwing an office birthday party 
and as complex as the building of a shopping center or tbotball 
stadium. 

The simplest model b something that you can draw by hand 
and can carry in your mind as s tempbte for any protect that you 
becume responsible for in the future. Start with a blank sheet of 
paper. Graph paper or lined paper is ideal. Down the left-hand 
side of the paper, you Ibt every single lash ibat has to be accom* 
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plisbed, up lo and intluding the compieliun o( the projecl^ in 
the order that the t a r iff have to be done. Aao69 the top of the 
page^ you write the dates of completion for eaLh phase of the 
protect The times Ibted dcroas the top may be in daya^ weeks, 
months^ or even years You may have one column tor each week 
or one Lolumn tor ead^ month If it is a short-term protect, you 
may have a coluron for each day^ with spetihc tasks to be com- 
pleted every rwenty-four hours. 

Ptanning u Party 

Imagine that you were going to have a Christmas party at your 
home The most important first step is ro book the taterer for 
the day that you haver planned. Once you have a caterer and a 
date^ )ou can then proceed through the protect to select the 
menu^ confirm the pricn^ send out the invitations^ and make 
amn^merus for chairs and tables. Confirming tbe caterer and 
the date puts the protect into motion 

Tbu make a Ibt down the left-hand column of every step^ 
from determining the date and the caterer all the way through to 
the Anal detail in setting up the Christmas party. Across the top 
you may put in weeks and CDontha. Under those weeks and 
months you oeate columns. Now you have a picture of tbe prot- 
ect with the 6rst step in tbe protect at the upper lefl4iarul comer 
and the dnal completion of tbe protect in (he lower nghc-hand 
comer. 

This protect planning form gives you a simple picture tfaat 
you can review and refer to regularly to be sure d^t eadi task is 
completed on schedule. Ibts simple project planning form can 
be used and reviewed by everyone who is involved in and re- 
sponsible for any pan of organizing the Christmas party. The 
clanty of this project management process dramatically increases 
the likelihood that everything will be done on time^ with no un- 
expected delays or glitches. 

Developing and using a chart such as this, or any chan tfaat 
you And in any time management systecD^ will save you more 
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timcf a/id incmsc your mort than you can imagine 

This chart will show you where all of the bottlenecks or prot^ 
lems ma^ arise. It will enable yuu to anticipate problems in ad« 
vance and to steps tD ensure that those problems don't 
occur. 

DoloQdte Roaponsibilitioa and Doadlinot 
Once you have the pro|ect planned^ the team assembled^ and 
every task delineated and laid out in tbe order in which it must 
be completed, you then delegate eaA task with a specific dead* 
line Build a "fudge ^ctor" into your schedules and aim for the 
completion of each task comfortably before the deadline. The 
more imponani tbe final date^ the cDore important it is that you 
buiki in acuahion o/ time to ensure that the protect is completed 
on schedule. Most people aim to finish a protect at least 10 per* 
cent of the time before u is due. If it is a protect that takes three 
weeks and must be completed by^ Friday^ three weeks from 
today^ set a goal to have the entire project complete by XtMnes* 
day or even Tuesday of that week Expect that there will be last* 
minute mistakes^ unopected setbacks^ and unavoidable delays 
This IS the mark of tbe superior executive 

Many of history's K^^t endeavors, battles tbat determined 
the &te of empires and other significant turning points, bave 
failed because a single person did nut build in that lirtle bit of 
extra time needed to ensure success. Don't let thi< happen to 
you. 

Practice Crisis Anticipation 

One of the most important parts of project management is crisis 
anUcipatiofi This is what you do when you study the overall 
protect and assess the ibino^ that can possibly go wron^ Mur* 
phy's Laws were developed by people who worked on projects 
of all kinds. These laws state that "Whatever can possibly go 
wrong, will go wrong. And of all tbe thinp; that possibly on go 
wrong, die one thing that will go wrong will be tbe worst posse* 
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blc du/iRf dt tht wojTt possible Ume^ and cause the n/MX smount 
of cxMney/' Another of Murphy's l^ws is that ''Everything 
longer than you o:pect/' S&U another is that ''Everything costs 
more than you budget tor/' The key to crisis anticipation ts to 
think through^ in udwu%c9, the diflerent delays and setbacks that 
can possibly knock the project off schedule Vhere could you 
have an obstacle or setback that would threaten the successful 
completion of the pfo|ect? Once you bsve determined the spwst 
possible thing that can happen, make sure that it doesn't haf^ 
pen Address problems before they occur and take steps sgainat 
them in advance 

Develop ^^Plan 

Develop alternative courses of action. Chancellor Otto von Bis^ 
mar^bf the great European statesoan wt>o assembled the cnany 
prinQpalities of Germany into s single slate^ was famous for hb 
diplomatic skills No matter what happened, he always seemed 
to have a detailed backup plan as an alternative. Tins became 
known aa tbe "Biamarck Plan" or "Plan B." You should always 
have a Plan B as well. You should always imagine that something 
unexpected will happen^ and that you will have to do something 
completely different from wbsl you set out to do The more time 
that you take to develop a fully functioning alternative^ the 
greater strength and resilience you will have^ no matter what 
happens. 

Co9fttnu€iify D^veiop Options 

(n liie^ you are only as free aa your options. You are only as free 
as your well^leveloped alternatives. If you do not have options 
or alternatives already developed^ you may And yourself trapped 
into a single course of action, (f something goes wrung with that 
plan or course of action, you can be in senoua truuble 

Many of tbe greatest successes in history were possible be* 
cause the person in charge took the time to think through what 
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might posably ru ^pTwir and then mdde praviaions agaiful il 
Vh&n il did go wrung, that Inder waa ready wiib a aecond plan 
(t is important that you never Iruat to luck when you plan a 
protect Hope is not a stralcRy Elemember the words of Napo 
leon Vhen ashed if he behevtd in luch^ be said^ ''Yea^ I behew 
in lutb. 1 believe in bad Itidt And I believe that I will always bater 
it, 80 1 plan accordingly/' 


Four Problems to Avoid 

There are four main problems in project management. Each of 
them tan be avoided by taking ibe time to think carefully before 
embarking on a new proiect 

1* AJiowtf\g Hftoi^gb Time The fnt is not allowing 
enough lime to complete a multitask Job. This is the primary 
reason protects fail and people's careers get sidetracked or ton 
pedoed. They hope for the best^ trust to luck, and don't allow a 
sufficient cushion of time to complete every step of the protect 
As a result, the protect fails. 

2* ArrMnrng tbe Best. The second problem is assuming that 
everything will work out all ngbt As author Alea McKenae sakL 
''Errant assumptions be at the root of every ffiilure " Ne%er an 
sume that everything will work out all right Assume that you 
are going to have problems. Allow yourself suffiaent time and 
resources to solve those problems and keep the project on 
schedule. 

tlusbit^ at tbe EmL The third problem in project man« 
agement is when the project team ends up rushing at the end. 
Vhen you rush to complete a project because you have run out 
of time or OM>ney, you almost invariably make mistakes and do 
poor ijuality work that you ha>e to go bade and correct later (t 
actually less time to fuush a protect correedy if you work at 
it slowiy and steaddy^ doing it property in the first place. 
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4* to Owe The fourth prvbkfn 

in p/D]eLt mandf^ment is trying to du aevtr/il things dt ooce, 
and ending up doing nothing well You either take on too m^y 
responsibxlxties yotirael/^ or you aasign roo many reapunsibxiiliea 
to other people In either case^ vanous parts of the project fall 
through the craLk^ and sontetime^ all the effort hloat Do things 
one at a tune, and do each thing well before moving to the otM 
task. 

Plan Your Projects Visually 

One of the iDost powerful rDethotls for designing and managing 
a protect is called ''storyboartlin^'' The tedinique was originally 
developed by the Walt Dianey Company to plan tartoons and 
movies^ and it was eventually used in every part of the entertain^ 
ment business. In storyboarding^ you oeate a visual image of the 
protect, mounted on the wall, so that cwryone can see it and 
tonunent on it You begin with a large corkboard. You then get 
boaes of pins or thumbtacks and stasks of three* by fh^inth and 
hve* by eighth inch m do: cards. Cet several felt pens withdiflerent 
colors You are then ready to begin 

Aaoss the top of the board, write ibe major parts of tbe prot^ 
ect in one or rwo words, on the 6ve^ by etght*inch in do: cards, 
with the colored felt pens These are very much like tbe titles of 
the chapters of a book, and they are called ''beaderv'" You may 
have anywhere from three to ten different headers as tbe min 
parts of tbe protect 

Under each of tbe headers, you plate the three* by fh^inth 
index cards. You list an individual step in the completion of the 
task on eacb of these When you are dnisbed, you will have 

treated a visual representation of the entire project, showing 
wbal needs to be done and in what order. You can then write 
the name of the person who is responsible for eath of the jobs 
on the card listing the job 

With this layout, you can move headers and job desoiptions 
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around. You can change tbeir onler and achrduie. You can 
change (he person who la responsible and die deadline 

Ybu can a l FO use aturyboaiding with a sheet of paper You 
tan write a senes of larger boxes aouaa the rop^ then wnte a 
senes of steps for each of those tasks in boxes underneath The 
more viFual you can make tbe profect^ the easier it is for you to 
see relationships between tbe various tasks and to make whst« 
ever changes are necessary to ensure that you complete the pro|« 
ect on time 

Storyboarding Individual Job Descriptions 
One way that you can use storyboarding is to pin a serin of &>e- 
by etght^inch cards aooas tbe top of the corkboard and put the 
names of a team member on that card Below each person's 
name^ on three* by five^inch index cards^ write the specific tasks 
that that person will be expected to complete, along with the 
deadline This gives everyone a viFual representation of their re* 
lationsbip to everyone else on the team^ and it makes it dear 
wfaat IS to be done, by whom, and by what time 

Next, you list eadi person's tasks in order of priority, from 
the first thing she will be expected to do, to the last thing. 

Each time you have a stafi meetings you compare each per* 
son's various tasks and functions as they are represented on the 
corkboard Wuh this visual picture, you can revise responsibtli* 
ties and move tbe various cards around This form of visual ntfh 
resentatkin of a project stimulates crealiviry and it dramatically 
inoeases the clarity of the project to everyone iniolved in com* 
pitting it Planning your protect visually increases the likelihood 
that tbe project will be completed successfully, on tlme^ and in a 
tjuality fashion. 

Example of a Multitask Job: Mailing a 
Newsletter 

Here is an example of a multitask job that my company com* 
pleted using tbe project management system desoibed in this 
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Lhapm In this case^ xt a funvsietter. bnHJf^l to^rtber 
tht team thal was gotns lo be mponaible for tbe various |obs 
that had to be done to send out a newalerter succea^Uy. We 
then bated all tbe taaks in sequential order^ and the time fraim^ 
orsthedule^ within whith they would have to be completed. 

These were the tasks that we concluded had to be done: 
First we dehrwd the desired results, the goal that we bad for 
produting and sending tbe newsletter in the first place. We 
aaked ourselves, ''What would be the ideal result^" We then used 
this result ss our target or our goal, and everything ifast we did 
in the design of the rwwsletter was aimed st sthieving ifast result 

Second, wv determined the market that we were aiming at 
and arranged to acquire mailing lists for those people and busi* 
nesses. We immediately realised that arranging tor maibng lists 
was a separate nmltitask project, so we set this taak aside with a 
separate project msnagecDent team responsible for it 

Third, wv designed tbe tormat and the layout of the rwwslet^ 
ter We determined the advertising copy, the photos we would 
use, and how it was going to be laid out We determined the 
emphasis to be placed on both articles and product sales. We 
then detei mined wbo would be responsible for producing each 
part 

Fourth^ wv wrote and assembled the copy and the photc^ 
graphs, and we la H them out in a draft (or review and reviaion. 

Fifth, we bad the newsletter typeset and laid out profession^ 
ally, so It had tbe look and the appeal necessary to achieve the 
desired sales 

Sixth, we iletei mined the printer for the rtewaletter We got 
three diflerent bids, compared them, and selected tbe best 
printer 

Dotarmir>% Separata Mullitaak Jobs 

Having decided that arranging tor the mating list was a separate 
multitask protect, we broke it down into four steps. The 6ru step 
was to define the market population Who were we going to send 
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tht otfWTilttm to? One thing we needed to do wis to contact a 
list bcolcef "Wt went through our own mailing lists and the mail* 
ing lists of others that we work wiib untd we were clear &bout 
the sise of the m&rket population The people on these selected 
lists were the targets of the newsletter 

The second dung we had to do was assemble and acquire all 
of the nantes so that we knew the total that we would be mailing 
to. The third step was to select a maiiiriK house that would han* 
die the envelope sruffingf labelings and the actual mailing. The 
fourth and final step was to print the Ibt^ print tbe brochures, 
deliver them all to the mailing house, then have the mailing 
house send the newsletter out to our selected lists 

This msy sound like a simple project Yet from start to end — 
detiding on a newsletter, determining the layout and design, se* 
lecting tbe mailing lista and mailing bouse, getting it printed^ and 
mailing it out — the protect took almost four solid months^ and it 
involved the acuvuies of five diiforent people who invested be* 
tween 200 and 500 hours Tbe reason that we were able to do it 
suctessfuliy was because we organised it like a pruned, step by 
step, with eaA responsibility, eath task, and each fonciiun tying 
into every other task and fonction 

Rogulor Roviow ar>d Evalualion 

The final requirement necessary to axel in project management 
is tus^Mthile regular review aessions to measure progress, sohe 
problems, and reassign respunsibtlities. Tbts was a key element 
in getting tbe newsletter out on tune and on bud^rt. In every 
protect, you must inspett what you expect Once you have de^ 
cided upon the project team and the project, and you have dele* 
gated the different tasks and r%%ponsibdities, you must set up a 
regular schedule to meet, review, and discuss bow you are doing 
No matter how well you plan at the beginning, you will re* 
CQ>e a continuous daw of feedback that will necessitate regular 
revision of your plan to make the project cocDe out successfully. 
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Successful Project Management 

Thtn are ikctufa tbal make pro|ect management Miccn^ 

(ul The firu and mow important of thne is good Luramunica* 
nona among (he vanoua team membera who are responsible fur 
vinous parts of the protect 

Clarity la Easantial 

The first necessity for good communkatiun is clarity Thk 
means that you say exactly what you mean. Yoti explain what 
you want done clearly and unambiRuously You never assume 
undemanding You never aasume that people understand 
clearly what is said or wfaat is expected of them. You always aak 
for feedbacb and double-check wiib your team meobers. Aak 
team members to orplain wha( you have just said^ in thetr own 
words. Encourage questions and open dkcussiun Encourage 
people to challenge and disagree. The mure involved and acthe 
people are in discussing the project as it evolves, the more com- 
mitted they will be to making it successful when it ts underway. 
The more the Job is disctissed, the clearer u becomes tD 
everyone. 

Cor\aiatar>cy Is Important 

The next part of good communication is consUiency. Tlie team 
leader must be patient, optimistic, determined, snd persevering 
Being a good protect leader requires that you ha>v, or dewlop, 
the best qualities of leadership and managerial oxellence. You 
must keep cool when things go wrong You must continually 
remind yourself that if you don't stay on top of protect tasks, 
they probably won Y get done lfthepro|ect is important enough, 
you must accept complete responsibtliry for inspecting what you 
expect Don't assume that everything is going according to plan, 
unless you have taken the time to di e dc on it yourself. 

Doal with Conflicl and Poor Parformanca 

Another part of good communkation as a team leader is that 

you must deal with conflict and poor pcrfijrmance in a direct, 
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^traigbtfenvanJ manner U a peraun don nut du tbc |ob he baa 
Lunumrted to du, you cannot iRnure it. You cannut p/rtend that 
it a not happening You cannut hope it will go away. The beat 
boaaea are very demanding when it comes to both deadlines and 
quality work Yoti must be the sanse. Encourage everyone to 
openly diacuas the p/D]ett and the progreas that you are making 
If necesary, be prepared to reassign |oba and tasks. Grve differ^ 
ent jobs to diflerent people one person is overloaded and 
another peraon see CDS underwurked, be prepared to reassign the 
tasks so that everybody teela ibey can aLhieve their |obs m an 
esLellent fashion 

Dovolop Iho Courago of Your Convictions 
The fburlb quality uf good communicatory and the great quality 
uf leadecahip, is court^e. As Winaton Churchill said, ''Courage is 
nghtly considered tbe furetDost of the virtues, for upon it, all 
others deperxL" Tlie most important type of courage is for you 
to full responsibility tor the results and to resolve to persist 
until tbe task la satisfactorily completed. 


You Can Learn Any Skill 

It IS not easy to begin to use a systeoatic project management 
syatecD U you have not done it in tbe past But the deselopment 
uf project management skills will save you more time and do as 
much (or more) to advance your career than almost any other 
^kiii you tan develop You can use this project management ^kiii 
at borne. You can use it in planning vacations. You can use it in 
starting and building companies and ucganiaaliona. You can use 
it to start your own business, become a successful salesperson, 
mo>e onto the fast track in your lik, and in many olber wa^s 
Your ability to plan, organise, manage, and complete pcofects 
is central to your succns and vital to your realizing your full 
potential in life^ work, and leadership. Poctunately, project man* 
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agemeni is a leramable that you on masier with pnciicer and 
detenni nation. There axe no limits. 

*V you only cam «]>oo£f> Av a muft you ainost pwiaAiy MsM 

itL Omy you must Man mafyeMsA (Aaae ifNn£K,arx(Htthtf>am 
axcftishmiy andi>orM4sha(nesani9ttnaahu>dmdc(Aax 
u>compatlb:9 iNn^s.’ 

-MUJAMUAMES 

Action Exercises 

1* You only Inm by doing. S el Kt a protect^ b II si fie 65 or per« 
sonsl, that can have a positive efiect on your lite if com* 
pleted successfully, and apply the methods taught in this 
chapter to complete it 

2* Begin each project by defining the ideal or perfect result 
you desire from accomplishing it successfully. 

Mahe a list of every ingredient and step that you will ha>v 
to indude or tahe to complete the project in an eaLcllent 
fuhion. 

4* Draw up a protect planning form Organue every task and 
activity that will have tD be done^ in order of sequence, 
fro m first to dnal |ob. 

5* Assemble the people whose help and cooperation you 
will need to complete this project. Discuss the protect 
in detail with them, and ^t eath of them to commit tD 
complete their individual by a certain tune 

6* Praitice oims anticipation and determine the setbacks or 
difhcuUies that tould occur to delay successful comple* 
Hon of the protect^ look for ways to solve these problems 
before they occur 
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T* ALcerpc complete xespunsibdiry fbc tbe cOfDpletion 
pco|ects chat are vual to yotir future success^ and that 
your orgafiizaUofL Etesolve tu become absolutely excels 
lent at protect management for the rest of your career. 
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CHAPTSft SEVEN 


Time-Saving 
Techniques — and 
How to Deal with 
the Six Biggest Time 
Wasters 

'‘CoMMra»aBycorViOi^tscfilfi9gr9ard«sir9tnywlllA TTte 
concenM 0 onmus( M eonOnaout, uncMSk^i-^y9iy 
^vuynour; day: 9very w««K" 

— CHARLESE PORPLESTONC 


qp 

I is the one indispensable inf^dient o( iLcomplish^ 

foent Everything you want to acfakve requires time. The 
only way you tan ^t enough time to do the things that can really 
make a diiferente in your life la by conserving time that you 
would normally spend sooMwhere elae ^u are surrounded by 
people and tircumalantea ibat waste your tiose and undermine 
your eflectivenesa all day lon^ Only by pratticing rigorous selA 
diatipline can you tree yourself from tbese thunea of time. 
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The Seven Major Time Wasters 

Then ar? u^nn oaiut tune wa&t&xa m the wurid of apock, based 
on hufidmJ^ of Trudies a/id optniuo sufwy^ Your ability (u deal 
with them eftecth%4y will lar^ly detenDifie how succeaaful you 
are in your career 

1* Mepbofte IrU^m^Uons Telephone interruptions lead 
the Ibt. The telephone rings and breaks your train of thought, 
interrupts you ^ and distracts you trora what you are doing. When 
you hang up the phone^ you are often distracted and And it hard 
to get bath to tbe work in front of you. 

2* IM^xpMed Visitors Unexpected or drof^in visitors can 
be enremely tifne<onsuming These are people from within 
your company or ftom the outside They drop by your ofhee, 
disrupting your work, breaking your train of thought^ and im« 
pairing your eftectivcncsa. Sometimea tbey talk endlesaly about 
unimportant matters and keep you from your woriL 

Meetings^ both planned and unplanned^ con* 
rume 40 percent or more of your time. They can be formal or ad 
hoCf with groups or onenm^ne^ in an office or in tbe hallways. 
Many meetings are unnecessary or largely a waste of time 

4* Fire PtgbUfig and Bmer^tscies A ma|oc time consumer 
{and time waster) is Are frghting and handling emergencies and 
the inevitable crisis. Just when you get settled in to work on 
something important, something totally unmpected happens 
that takes you away from your mam taak, sometimea for 
hours— or lon^r. 

5* Procrasttnaiiofu Prooastination is tbe thief of time The 
tendency to prwastinate is universal for a variety of reasons tbat 
we will deal with in detail in Chapter 9 

6* Socializt/ig and idle Conversotton^ Socializing takes up 
an enormous amount of time. It bas been estimated tbat as much 
as 75 percent of tune at work is spent interacting with other peo 
pie. Unfortunately, half of this time is spent in idle chatter that 
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hj8 fiochifig to do wuh the work ^ocialuifig takes time away 
from gertiriK tbe |ob done 

T* IndecisioH D^lay. (fidecuion costs more time than 
most people realize, (t can genecBte unnecessary paperwork, 
torrvapofideoce, and tasks (ndeciaiun wastes your time and that 
of otherv 

(fi this chapter^ you will learn several pro>on techniques to 
deal with each of thne tune wasters, oxept for procruunation 
This subjett iS so important that spv will cover it in depth in 
Chapters. 

A Quick Review 

Let us take a moment to review tbe keys to effettive time man* 
agement that we\e covered so hr in thb boulc 

Changing tha Way you Think 

First, we talked about the psychology of time mana^ment. This 
requires that you make a finn decision to become esrelJent at 
the way you use your nme. Think of yourself continually as well 
organised. Visualise yourself as efficient, eftettive, and highly 
producthe. 

Sottir >9 Claar Goals and Objsctfvss 

lb perform at your beat, you must set clear goals and obiecnves 
that are consistent wuh your highest aspirations and your inner* 
most values and convictions. Tbe more goals you set for yourself, 
the more likely it is that you snll manage your time s^lL eape* 
tially Sphen your goaU are in harmony with your values. 

The l^w of Foned Eflkiency says that the more spork you 
on, the more efficient you will becocM in completing the 
most important parts of that s/ork You will be /orz^d to be efh* 
cient just to keep on top of your responsibilities 

This law also says that ''There is nc^r enough time for every* 
thing, but ibere is als^^s enough time for the most important 
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things " The ixt (hat you ha>v a Urgt numtMr of tasks almost 
KiiarantMS that you'll betome o>ore and more efiKient 

Planning Out Your Work in Dolail 

You need detailed plans of action^ oeganued by sequence and 
pnonty, for productive 9 pw1c You will sa>%r ten minutes in ocecu- 
tu>n for every minute that you imvst in planning and organizing 
before you begin. 

Sotting Cloar Prioritioa on Your Taoka 

You must establish clear pnorities and alws)^ work on your 
highest ^value tasks Apply die SO/20 rule to everything Separate 
the urgent £tdcd the important Alwa^ concentrate on the most 
valuable use o/your time 

Working All tho Timo You Work 

It ts essential that you develop good work habits and learn to 
concentrate singlesmindedly on one things the most important 
thing at any given tune. Good work habits enable you to produce 
vasdy mure than the average person, and they are the key tD 
great success in Lie. 

Managing Multitask Jobs 

You must think through and carafolly plan large fobs orcompLoc 
tasks tbat involve several people^ using everything that you have 
learned so far Think on paper, and develop the habit ol plan« 
ning and organising every detail before you begiiL 

The Way You Spend Time Today 

How do you use your time? According to time mana^ment spe* 
cialist Midiael Portino^ over an average Idetime, you will spend 
seven yeara in the bathroom. You will spend six years eating You 
wdl spend fhe years waiting in lines. You will spend four yc a ra 
cleaning your house. You will spend three years in meetings You 
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will spttxJ one year seaRhing for things, will spend eight 
months opening junk mail You will spend ux iDonths sitting at 
red lights. You will spend 120 days brushing your teeth And 
here's the big surprise: You will spend four minutes per day con* 
versing with your spouse and thirty setonds per day convers4ng 
with your children 

Get Focused and Stay Focused 

(n order to change some of tbeae ratios in a positive way^ you 
will have to learn how to cut out the time wasters and save time 
in every area of your life Tb save time at work, for instance, you 
must tontinually ask yourself t|uestions such as the foUuanng: 

Why am 1 on the payroll? 

Vhat have I been hired to actomplish^ 

Vhat IS my maior goal orobfective nght now^ 

Vhat am I supposed to do, or be doing, at this moment^ 

Vhat resulo have I been hired to athteve^ 

(s what ( am doing right now tontributing to the aLLomplish* 
meru of my most important goals and objecthes^ 

The most important of these questions to contmually ask 
yourself, from the time you start work to the time you hnish, is 
''Wby am I on the payroll? Is what Vm doing ngbt now what I 
have been hired to do?" The greatest time saver of all is the word 
''No!'' Make it a habit to say no to any demands on your tune 
that do not mover you toward your most important 

Seven Ways to Deal with Telephone 
Interruptions 

Here are seven ideas to help you deal with the tyranny of trie* 
phone interruptions 
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1* Use the tetephone as a bustness tool Ooi on and off the 
phone Don't socialixe on the phone when you are wwking 
Make your as effkieni as possible. Vhen you were a teen« 
ager^ (he telephone betaoe a social tool for you. It was your 
conneLtion to your biends and iDecrtbers of ibe opposite uss 
You became accustomed to spending a lot of tune on the phone 
in idle converaaliofL As an adults you still associate the phone 
with socialiZUiK, with idle chatter It has become a habit How« 
ever, when you enter into the worid of work, you have to break 
that habit and begin to view the telephone as a means of business 
tommuru cation. You must discipline yourself to use the trle« 
phone as a busuins tool during the hours from rune to dve. 

2* Haife)>cur coils screened Find out wbo is on the phone 
and wfaat be wants before you answer Overcome tbe natural 
curiosity that wells up ui you when people you don't know tall 
you. Find out why they are calling before you die phone 
call 

9* Hatfe your calU beid Vhene>er possible, set aside pen« 
otk of the day when you take no mtemiptions Don't become a 
sla>v to a ringing phone One of the beat tacUo you can use is to 
actually disconnect your phone when you are workuig on socne* 
thing important. If it iS important enough, whoever is calling you 
will call bade again later. 

4* Set dear ccsUhack Umes When you all people and they 
are not there, leaier a message and the time that you will be avails 
able to take the return pbone all. When someone calls you and 
you can't take the call, make sure that your secretary or recef^ 
tioriist gets a callback Hoe. Ihts is tbe nme when you can get a 
hold of the oiler so that you don't play telephone tag bade and 
forth 

5* Batch your cads. Use the learning curve Make all of your 
telephone at once. Don't spread them throughout the day 
Sometimes you can accumulate your phone tails up to 11 00 
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A.U, then rcfum them all berwKn ihc hour uf erleven and noon 
Or you Lan accumulaie (hem up to 5 '30 f m and then rtrum 
iherm allby4'30 

6* Flaneur calls M advance. Think aboul a business tall 
as a meeting, and Sprite out an outline or agenda for your tele* 
phone meeting or discussion. Don't waste time by pitking up 
the pbone and calling, and then forgetting the reason you axe 
tailing and the things you wanted to discuss 

T* Tak9 food notes. Take cocDplete rKJtes of telephone con* 
veiaations The power is on the side of the person with the best 
notes Ne%er answer a telephone without a pad of paper and a 
pen in yotir hand Keep careful notes of the things that you agree 
to. Write down what the other person agrees to, including the 
numbers, times, dates, amounts, and so on that are discussed on 
the phone These notes can betortremely important to you in the 
future. 


Dealing with Drop*ln Visitors 

Here axe ways to deal with the nos of the mafor tixne wast* 
era, drof^in visitors 

1* Create a tifne for woriL First, speGfy a quiet tixm 
during the day when you will concentrate on your work During 
this time, allow no interruptions Get youxaelf a oo not oisroas 
Sign tnm a store or a hotel and put it on your door. Make it clear 
that when that sign is out, you do r>o< want to be disturbed for 
any reason by anyone, oxept in an emergency. 

2* Stand up ^uidify Deal wiib unwelcome visitors by 
standing up when they come into your office. Some years ago^ 1 
worked m a company with a manager who would go fro m office 
to office making conversation He was one of the most bonng 
talkers in tbe world He was a nice fellow, but when he came in. 
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yuu kiufw that U he sat down, ha was goi/iR to be thtnt fur a half 
hour ( finally learned how to handle his unwclcuroe visits. The 
instant be came in the door^ ( would immediately stand up and 
tome around my desk as thuugb I was just on my wjy out. I 
would say^ "(Is nice to see you^ but ( am just leaving Til walk 
out with you/' I would then walk him to the door and lead him 
back out into tbe hallway. Then^ ( wuuJd beep on going mysel/. I 
would go to tbe washroom or to some other oAte untd he was 
gune^ and only then would ( go back to my desk This saved me 
an enormous amount of time that tbe other oxcuuves in the 
company were unsble to avoid losing. 

Bnng ib^ disc%*ssion ic a close Vhen the meeting bas 
gone on long enough^ say^ ''There's one more thing before you 
go." You then stand up and lead your visitor to tbe door. Finish 
ofi the conversation with anything you can think of^ shake hands, 
and then go back to work One variation of this technique is tD 
say "One more thing before you go; I want to show you soo>e* 
thing " You then take the visitor out of tbe office and show him 
a plants a book, a new piece of fumiTuie, or anything that you 
tan think oC Then, turn around and go bath to work, leaving 
him there to carry on 

4 * Arrange specific meeting times Tta deal effectively with 
diof^in visitors^ you can arrange specific times to meet that are 
tonvenienc for both of you Make appointments to get together 
with the people in your office. Make appointments with your 
staffs and let them know that, at certain times of the day, your 
door IS open and yuu will be available 

5* At>oid wasU/\g ibe time of others Make every effort tD 
avoid being a drof^in visitor on others. If you do drop in on 
someone else, always be polite enough to aak, "Is thi« a good 
bme, or can we get together later^' Encourage others to mrtend 
the same courtesy to you by asking when you hasv time available 
It IS ama2ing how many people urKonsciously waste the bme of 
others and are unaware of it 
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Saving Tima rn Meetings 

are tht third ma|or time wasler in the world oi wurk 
As much as 50 percent oi wurlang time is spent in meetinpk 
either Rfuup meeting or one-on^one oeelmpi. In the estimate 
u( almost everyone^ at least 50 percent o( this time is wasted 
This CDeans that as rmicb as 25 percent of all wwfung time is lost 
in meetinp^ of one kind or another 

However, meetinRS are not an evil Meetings are a necessary 
business tool for exchanging information^ solving problems, and 
reviewing progress. But they must be managed and they must be 
used effectively. 

Dotarmir>% the Coal of the MeetinQ 

Each meeting costs the rc$t4 of the people attending^ 

multiplied by the number of bouia spent in the meeting. Meet« 
ings should therefore be treated as an actual dollar openditure 
with an expected value or rate of return on investment 

Imagine that you ha>e ten people in a meetings and tbe aver« 
age person is earning f 20 per hour. Tin times twenty equals 
$200 per hour This is the cost of tbat meeting If you are going 
to spend $200 on something in your businns, which is oacdy 
what you are doing in tbis meeting, you should have a very good 
reason tbr u 

Think through in advance the justification of spending this 
amount of money. Why are you bringing thne people^ at th e se 
hourly rates^ together tbr this period of time? 

Continually think of meetings as an investment with an oc« 
pected rate of return, l^eat them exactly as if you were spending 
the company's money because^ directly or indirecdy^ that is oc« 
actly what you are doing 

Seven Ways lo Make Meetings More Efficient 

Here are seven to increase the effecienty and improve the 

results of meeting time. 
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1 * is ibe meetifig nec^ssasy^ Many OMcLnss lum uuL tn rel* 
roafwct^ to be unnecessary There are other ways to aLtueve the 
same ^al. Sunsctimes you can achieve u by circulating a memo 
You can ha>e a conference call. You can speak to people indlvid^ 
ually. You can even postpone it to another meeting or another 
tune altogether. If a meeting la not netesaary, avoid bolding it 
whenever possible. If the meeting is necessary then ask, "'la it 
netesaary fer me to attend this meeting^" If it is not necessary 
for you to attend, don't go in tbe first place. If it is not necessary 
for someone else to attend a particular meetings make sure that 
he kfiovps be dots not have to be there 

2* Wrli^ an If you have determined that the meet« 

ing is necessary^ establish a clear purpose for tbe meeting, and 
write up an a^nda An excellent time management tool is ibc 
you to Sprite a one^paragraph statement of purpose tor the meet« 
ing Start with this sentence: ''We are having this meeting ro 
adiicve tbis specific goal.'' Then, write out the objective of the 
meeting 

This IS a tremendous discipline Make out an agenda or a list 
of everything that bas to be covsed in tbe meeting Noct to each 
item, put the name of tbe person wbo is orpected to address that 
particular isaue Distribute the agenda, if possible, at least 
twenty^fbur hours in advance so that each person knows what 
she will be eiipected to contribute. You want everyone to know 
wfaat tbe objective of the meeting is and what snll be discussed 
This applies to one^orMJoe meetings with your boask with your 
subordinates, with your customers, snth your suppliers, and 
wboever else. 

One of the most helpful technk|ues you tan use in business 
is to draw up an agenda tor each meeting with your boss I 
learned this many years ago as a junior executm. Before I started 
using this technique, my boss and ( would spend an bour talking 
around in circles with no clear beginning or end. Once we had 
an agenda to work from, we could cos^r more information with 
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Rmter clanry in 6hecn minum than wc used ro coet in sixty 
imnutn. 

Sumetunn 1 would type up the agenda before the meeting 
On other occasions, 1 would just write it up by hand^ photocopy 
it. ghe my boas a copy^ keep a copy for myaeU^ and then say, 
''Ttxse are the things 1 want to discuss with you/' would 
then go down tbe list^ item by item, and get resolution of each 
point. I would then be out of his office and back to work. My 
boas really appreciated this approach As a result, he was always 
willing to see ox because 1 took up so little of his tiox. 

Start and stop on Urns. Set a schedule for tbe beginning 
of the meetings and xt a tinx for the end of the meeting If the 
meeting is going to run from eight untd nine^ start it at eight 
o'clock sharp and end it at nine o'clock sharp. The worst type of 
meetings are the ones that start at a speciEc tune but have no 
clearly determined ending Here is another rule: Don't wait 
for tbe latecomer. Assume the latecomer is not coming at all and 
start at the designated time It is unfoirto punish the people who 
are on tuzx by making them wait for the person wbo ^rts there 
late, i/ at all Many companies establish the policy o/ locking the 
meeting room from the inside at the exact time the meeting is 
scheduled to start The people who show up are oot allowed 
in You can be sure that they don't show up late the not time 

4 * Covar important ttams Jirst. When you draw up tbe 
agenda, apply the SG /20 rule. Organixe the agenda so that the 
top 20 percent of items are the first items to be discussed This 
way^ if you run out of time^ you will have cohered ifae items that 
xpreaent SO percent of the value of the meeting before the tune 
runs out. 

5* Simmarizs eocb conciuston Wlxnyou discuss esch item 
on your meeting agenda^ summarize the discussion and get do 
sure. Get agreement and completion on each item before you go 
on to tbe not one. Restate wfaat has been decided upon and 
agreed to with each item before you proceed. 
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6* Assign specific re^ofMblUiy. I( you have made a deo« 
non, uiRn responsibility for the speoiic SLtions af^ed upon 
and set deadlines Elememben discussion and agreement with* 
out an assignment of xeaponsibdicy and a deadline fur compits 
tion is merely a cumerraacion Be clear about who is going to do 
wfaat and by when 

T* Keep tsotes and circulsUe minutes. A key to getting nm* 
mum effectiveness from meetings is to ke e p accurate notes and 
to circulate die minutes of the meeting within tspvnty*four hours, 
w h enever possible The person wbo keeps accurate minutes 
from a meeting that tan be pulled out a week or a month bter 
tan resolve a lot of potential misunderstandings Agendas pre* 
pared in advance^ followed by meeting minutes prepared ahortly 
afterward^ ensure that everyone is clear about his agreed*upon 
responsibilities and deadlines. 


Putting Out Fires 

Another ma|or lime waster in wurk is oiled fire or deal* 

ing with the umpetted crisis. It is a ma)or tinx consumer in 
personal life as well. One a^y to deal antb these unexpected 
tnses is to engage in what is called "oisis aniicipalion " We 
talked about this previously in Chapter 6 Crisis anticipation re* 
quires that you look down the road into the future and ask, 
''Wbal could possibly go wrong, and what would we do if it did^" 
More specifically, you ahould be aaking, "What is the wurst 
possible thing tfaat could happen in the next three, sex, nine, or 
tspelve months^ What are the possible oises that could occur^' 

Plan for Iho Worat 

One of the cbaracteristics of great leaders throughout history is 
that they developed tbe ability to think ahead and determine all 
the things that could possibly go wr%Mg They arotild then plan 
for contingencies in advance. When something did go wrong. 
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they wtrt ready to iDwe quitkiy They hdd already thuuflit it 
throuRh. 

Poor leaden, on the otber band, don't take the tune to think 
of all the thifiga that cotild ro wrong. They tniat to luck. They 
then become overwhelmed by cucumstancea Socnetimess tbe in« 
ability to think through a possible oiaia in advance can be fatal 
to a iob or career. 

Cnaea are nocmaL natural, and unavoidable in the history of 
any company or organization. But the recurrent oiaia, the tnaia 
that happens over and over again, la asign of poor manag e cn e nt 
and inefficient organization. If you have the same crisis happen 
more than once, it is important that you stand back and take a 
close look at your systtmi. Wby does a oisis beep occuttuir^ You 
then take the steps necessary to ensure that it does not happen 
again 

Crisis Managsmont Stratagias 

Vhen an en^ergency or a crisis occurs, here are five steps to 
bdow 


1* Think bejvre acting. Remember, action without thinking 
is the cause of every Allure. Take a deep breath, calm down, and 
remain obiective. Refuse to react or o^eraLt Instead, just stop 
and think l^ke the tune to find out whst happerted. Be clear 
about the problecD before you act 

2* Delegate r€5ponsibikty. There is a rule that saya, ''If it is 
not necessary for you to deode, it is neceasary for you not to 
decide." If you can possibly delegate the respucisibiliry for ban« 
dlinR tbe oisis to socoeone else, by all means do so. Someone 
else CTUgbt be much better t|ualified to deal with the situation 
than you, or it may be someone else's responsibility m the first 
place 

Write Udown. TPhatever the crisis, write it down on your 
list before you take action When you write down a problem, it 





TechnbqiM 


151 


helps to keep your mind cooL calm^ clear^ and ob|ectlve Write 
down uactty what has happened before you do anything; 

4* C€t the/dcts. Don't asauoe anything The tacts are per« 
haps the most UDportant elements o( all m a oisis. Ask i|uestions 
such as: 

What has occurred? 

When did it happen? 

Where did it happen^ 

How did it happen? 

Why did it happen? 

Who was imolved? 

Again, get the bets. Elememher^ die facts don't he. The more 
facts you gather, the n>ore capable you will be o( dealing with 
the problem when you take action. 

5* policy When you are dealing with a recurring 

cnats, develop a policy that is simple enough so that it can be 
implemented by ordinary people. When a oisis occurs fur the 
first or second tune, it may require tremendous intelligence^ oc« 
penence^ and energy to deal with it eftecti>ely But, i( a oisis baa 
a tendency to occur czx>re than once^ and you cannot find a way 
to eluninate the oisia in advance^ you should by all means de* 
velop systems so that an average person can handle it in your 
absence 

Socializing Can Hurt Your Career 

Another mafor time waster in the worid of work is socialiaing 
Tbo much socialiaing can sabotage your career if you become 
well known for it. Most people are wasters and time con* 
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Fumcrs. Itwy axe working well below their capaciry. So^ they 
have lots of lo a/id engase in idle charter. Here are 

some ideas you can use to avoid getting trapped into eacesahe 
aocialmng 

Socialize at Appropnata Tifnas 

Arrange to do your socialising at coffee breaks, lunch, and after 
work Whenever you find youraeU being drawn into a nonwork^ 
related conversation with cowo/kera^ say to yourself "Back to 
work " Break off the conversation by saying, "WelL I've got to 
get back to wwk»'' and then do it It iS amazing how often the 
use of these words will cause other people to get back to work 
as widJ. 

Alara)^ be asking yourself ''Is this what Vm being paid to 
do^' If my boss were standing bere right now, would 1 be doing 
this^ If my boss were Sitting right in that chair, would I be cany* 
ing on this conversation in this If you wouldn't do it if your 

boss were there» it iS probably not what you have been hired to 
do. 

You Ara a Krowladga Workar 

There is one o x eptKjn with regard to socializing. It is that relation* 
ships with knowledge workers are unavoidably time<onsuming 
Some of the most valuable time you spend at work is talking 
through and working out problems and solutions to tbe chal* 
lenges faong your business. But these conversations must be fb* 
cused on resuits^ not on the latest football game or sharing 
stories about fisbing or summer holidays Relationships^ commu* 
mcalionSf and discussions wiifa knowledge workers must be con* 
tnually focused on the mulls that you and your work colleagues 
are trying to accomplish 

Socratn is reputed to ha>e said, "We only learn suoMthing 
by ^engaging in dialogue| about it ' In certain work environ* 
ments, tbe time that you to dialogue about and the 
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woric iS an eaa&rUial part oid&>%4optng d^ty about nactly wfaat 
ia to be done before you be^^ the Ppork itaeU. 

Indecision and Poor Decision Making 

A fDa|ur tiox waster ui woric is indecision or pour deGsiun mak« 
ing Indetision and poor decisioo fnakiriK tan bave enormous 
tosis in terms o( money and lust tune A basic niie wuh regard 
to detision making is that 80 percent of decisions should be 
made the dial time they come up. Only 15 percent of decisions 
should be made bter, and 5 percent of decisions shouldn't be 
made at all. 

Four Typos of Decisions 

There are four types of decisions that you will have to deal with 
on a regular basis in the course of yuur career. 

1* Decisions Onfy You Can Make. This is tbe decision tbat 
no one else can make^ and it is the decision that s your resporw^ 
bdiry to make It is therefore unavoidable 

2* Decisions You Can Delegate. Some decisions can be 
made by someone else One of the very best ways to dewlop 
other people— to build knowledge, foresight, wisdom, and |udg« 
ment in your subordinates^ and in yuur children, for that mat* 
ter^s to allow them tu make important decisions. Whenever 
you can delegate a decision tu someone else^ or whenever the 
potential negative consequencw of poor decisions are smalls by 
all means, let someone make that decision. 

9* tM^^ffordable Decisions The tbird Type of decision is the 
one you cannot aflurd to make. The negative consequences of 
this decision are too great if it turns out poorly Some decisions, 
if they rum out wrong, can lead to the bankruptcy of a company 
Some commitments of resources can be so serious that tbey be* 
come irretrievable The worst possible outcocoe is too serious an 
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outcome to accepL Th^t is a deLi&un chat you cannot afiurd to 
make. 

4* IMovoldabts Decisions. The fourth type of decision is Che 
one you cannot afford not to make. Ttus ts a deoaion to act on 
an opportunity where delay can be >ecy expensive The posithe 
upside for you orthe or^nization can be enormous. But remem* 
ber^ when u iS not necnsary to decide^ it is necessary not to 
decide. 

Making Batter Dedaiona 

Here are socoe key ideas Chat will help you become a better deci- 
sion maker 

DeUg04te DecMon Making 

Delegate deaskm making whenever possible Remember, once 
you ha>e made a decision in socoe particular arva^ you almost 
invariably have to make a senes of related decisions in chat same 
area Avoid making deciskma if you possibly can Delegate them 
to ocher people. 

Set a DeasOine for Decision Ahsking 

U you can't make a decision immeclistely^ set a deadline for Che 
decision For oample, if someone comn to you needing an an- 
swer, and you mn't give an answer right away because jou dont 
have enough InformsCion, say, can't give you an answer right 
now, but ( will give you an answer by Thursday at nooiL"' Then, 
whatever happens, at noun on Thursday you make the decision, 
one way or the other. 

Get the Pacts B^re Deciding 

As I said earlier, ^t the facts. Get the real facts, not tbe assumed 
facts, or the apparent facts, or the hopeful fxts. But get the real 
facts If you collect enough accurate facts and infurmaCion in any 
area, decision making becomes easier and more eftecche. 
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Mo 5 l pour dKisions are mdde because tbe penon has acted 
without Retting enough inibrmation Tht very act o( gathering 
information will greatly improve your decision when you finally 
male it 

00re to GoFofWird 

Decision making requires tourage This is hetause evtay deo« 
Sion involves a certain amount of uncertainty. With every deo« 
Sion, there is the possibility of failure But it is not possible tor a 
person to advance in bie urJess he is wiUinR to make decisions, 
with no guarantee of success. All successful leaders and manage 
era are firm decision makers. In fact^ you cannot even imagine a 
successful person who is indecishe and wishy-washy. 

Ot^rtome tbe qfl^turo 

A study done not long ago, and reported in the American Man- 
agement Association msgoine^ compared managers who had 
been promoted regularly and managers who had not Tlie one 
quality tbe authors found among the managers who got pn> 
moted over the others was thst they were deGsive in ifaetr work 
and in dealing with problems. The managers who did not get 
promoted were unwilling to make decisions for fear of making a 
mistake. 

They then took these two groups of managers and put them 
through a senes of written tests where they were asked what they 
would do to solve a particular business problem. Both of the 
groups rumed out to be equally accurate in their answers on 
wntten tests. Ttiey both demonstrated the same decisioc^making 
abiliry m a classroom setting. 

The difierence between those who were promoted^ and 
those who were not^ was that those who got promoted were 
willing to make decisions and act on their iudgment. They were 
willing to make a mistake^ if necessary, rather than to hesitate or 
delay. The others were so afraid of making a mistake that they 
did nothing Even though they were equal in ability^ those who 
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wcrt afraki of makir^K decisions m die Ant place were not en« 
tnisted with poaitiona of hiRher miponaibllKy 

One of the most important waya to iinprwe your decision^ 
maki/iK ability is to avoid perfectiurusm Avoid the need to know 
every detail and to be abaoJutrly correct b efo re you mahe a deo« 
axon and move ahead An imperfect decision made immediately 
is usually supenor to a perfect decision delsytd indefinitely 

Five More V\^ys to Save Time 

Here are five additional times aving ideas that you can use in your 
personal life. 

1* once. When you go shopping, do it all at once. 

Don't ahop at one store one day, and another store on a different 
day. Go out and do all of your ahoppmg on a single day in a 
single trip By the way^ the viay best time to shop for groceries is 
1\iesday afternoon and evenings. Why? Store shelves are re* 
stocked on Monday after the weekend. By shopping on Tuesday, 
you can get in^ get tbc greatest selecUom and get out fast. 

2* your errands. Vhen you ha>e several errands to 

do^ bundi them and do tbcm all at once^ rather than doing one 
today^ one tomorrow, and so on through the weeic 

5* Don t ufosie tbs time c/ others. Ask yourself, "What do I 
do that wastes tbc time of others^" Wasting the time of otber 
people IS usually not deliberate. It tomn from not thinking 
about how valuable their time is. We often waste the time of 
others through lack of consideration 

If you are a boss or manager with people reporting to you, 
avoid the tendency to waste die time of your staff by keeping 
them waiting or being bte for meetin^k The more reaped you 
show for the tjf your staff, die more valuable and important 
they will foci. The same applies in your personal life, ^bow the 
same respect in the way with your fomily and friends. 
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Aik yountllf ''Hoxv do I wistcf (he tux of my boss^ My 
woricecs? My subordiutes? My spouse^ My cJuldrea? And odi* 
en?'' And (hen efforts to avuxd doing it If you aitr curious, 
go a/id ask people. Say^ ''Wbal do I do that wastes your time^ 
How could ( change tbe wiy I use coy time so thit it would be 
more efhcienc focyuu^" Don't be surprised by wha( they tell you 

4 * Be punctual Only 2 pcjxenc of people are punctual all 
the time, and these people are recognised and respected by 
everyone. Punttuabry is professxonii and courteous Make a 
habit of being on time. Remember if you 're not early^ you're late. 
There is no such thing as being fashionably late It is really |ust 
being inconsiderate and disorganixed 

5* Moi>e ^utckfy Develop a fast tecnpo Pith up the pace 
Remember, fast tempo is essential to aucces. Move quickly in 
(leaning up your house^ putting thinp; dway^ getting ready tD 
goout^n all possible household tasks and responsibilities. The 
more things you do, and the fester you work to get them done, 
the fDore energy you have and the more you actually get done 
The fester you work and tbe more you get done, the better you 
feel Most suttessful people work at a higher tempo of activity 
than unsuccessful people. They don't netessanly do different 
things, but they get more things done in a given tune than the 
average person. They produce more in less time, and as a result, 
they get paid more and promoted fester. Past tempo is essential 
to succns 

The best advice is to always focus on saving tune Continually 
look for ways to save tune by cutting down or eliminating the 
ma|or time wasters f ro m your life at work or honx. Only then 
will )ou have enough tune to work on the goals that are central 
to your success and happiness. Only then tan you betocpe an 
earellent time manager. 

^VotW^canBddfhCfepdwefloycoflllelhenccMMmtingMi 
ywf cn e SfWBd tet df 
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Action Exercises 

1 * ResoK^ loday (o fninifnize and eliminate the time waater^ 
in yuur bib and work that take you away £rum dutng the 
ibinp^ that can be xeaponaible tor your greatest aocceaaea 

2* Plan every meeting before you hold it or arter>d xt. When 
creating a nxeting agenda, concentrate on the iDoat im« 
portanc items, and alwaya hnish with clear reapunstbxbtiea 
and deadbnes. 

Don't be a slave to a nngxng telephone; have your 
screened. Prepare an agenda for every buairteas 

4* When you work, work all the time you work. Don't get 
bugged down with idle aucialcsing that contributes nuch« 
ing to your results. 

5* Make detisiona quickly, whenever possible Be prepared 
to accept teedback and seli<orrect Any deoalon la usu« 
ally better than no deciaion. 

6* Deal wiib problems and oises as they occiir^ get tbeiacu, 
anal>M the information, and take action. 

T* Pick up the pace Move ^t Develop a sense of urgency 
Keep your mind focused on results and on doing the 
most important things for which you have been hired. 
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Overcoming 

Procrastination 

a^¥M yconM uttms^ry^dty $i> H.** 


P rvoastiution is the diie/ of time. We have all heard that 
many dmn before. The tecHleiuy to procrastinate is the 
primary reason that cnany people lead livta of quiet tlesperatiofi 
and retire poor. It ts not that people do not know what to do to 
be nx>re sutLesshil Most people are quite clear about the steps 
they tould to improve tbeir lives or their work The problem 
is that they tontmually find reasons not to do it today until it is 
too late. They procrastinate until there are no more tomorrowa 
left 

One of the most valuable habits you can develop in life is a 
sense cf utgency, an inner drive to ^t on with it^ to get the fob 
done now A sense of urgency is the opposite of procrastmstion 
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and its CDO^t po^pttful ovemdiog factor. A sense of urgency can 
help you as ouch as any other habit you can develop 


Move On to the Fast Track 

(n a survey, 104 chief executive ofikers were asked what speciAc 
qualities would most mark a young person in their companies 
for raptd pro mo Lon. Itsey were given a list of fifty qualities and 
behaviors to choose from. 

Surprisingly enough, 84 percent of them agreed that rwo of 
the fifty qualities were more important than any of the others. 

The first of the (spO quaLtin eras defined as ''the abxliry tD 
separate tbe relevant ftoo ifae irrelevant " It was the ability to 
set priorities on the use of time. Every manager has had the frus^ 
trsLng experience of coming upon one of his stafl working away 
at something that is of low pnonry when something of higher 
prionry is being left undone Many organizations are o>erstafied 
yet underefiicient^ simply because so many people in the organic 
ration spend so much time on items of low priority. 

Tbe second quality identified by the CEOs eras ''the ability to 
get the fob done fast '' It was the ability to the ball and run 
with it. snthout hesitation or delay. E^wyone intends to do good 
work^ but the rosd to failure is paved with good intentions. It ts 
only actions that county and only those actions aimed at accomf^ 
lishing the most important tasks 


When You Get 'Round to It 

( was a speaker at the annual convention of a successful national 
sales organization recently As each person came into the room, 
he was handed a small wooden dish with the words 7b /r printed 
on either side The salespeople called these disks "round tott's 
They are handed out generously to people who are going to do 
something as soon as they get " 'round to It " Once you have 
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b ee n givtrn one of these rvund dislus you no longer have any 
exLuae» for pruraaUnatiun or delay 

The ability to select yotir iDust important task and then to get 
it done quickly will do more to mo>v you on to the hsi track in 
your career than any olbet habit you can develop. 

Developing a Reputation for Speed and 
Dependability 

Vhether you work tor an organ iaation or run your own business, 
or if you work in sales^ when you develop a reputation tor speed 
and dependabiLry, you will never have to worry about being suc« 
tessful, proTDOted, or rich. With a reputation for speed and des 
pendabiliry, you will be able to wnte your own ticket When you 
can separate the relevant £rum ibe irrelevant and get the |ob 
done fast, you move to ibe front of the line in terms of success 
and opportunity. 

Ways to Allaviata Tima Povorty 

The single biggest shortage aiDong employed people today is 
time People suffer time poverty. They may ba>e the money they 
need, but they don't ba>e the time to en|oy it. As a result, fnx 
bme IS becoming more important than higher pay for many 
people. 

Ibday, organisations will pay CDore tor people or services that 
sate them nme. Wlien you call another company to supply your 
busineas with a product or service, you value and respect suppU^ 
era far more when they move fast. We consider speed of response 
to our needs indicatite of higher^uality products and services. 
People who move quiddy are thought to be more intelligent than 
those who move slowly. We will buy from them ^ster and pay a 
higher price, with Ins resistance. 

On the other hand, when we deal with an organization ibat 
mo>es or mponds slowly to our requests, we sutomatically as^ 
some that organisation to be poorly run. We assume that a slow 
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company U managed by ineffKiem and xfieffeclive people. We 
assume thal its pruducU are vp^jcth leaa chan Che products and 
services oi companies chat do things osore quxcldy. 

Timo Is of ths Esssnes 

One of the 6nal clauan in alcDost e>wy contract vpTittefi in busx* 
ness coday is a dsiiae that says^ ''Time ahali be of the essence of 
this agr e ement/' Today, time is of die essence of virtually every^ 
thing we do. 

Learning to overcome procrastination is a vital step upward 
on the ladder of sucens Without this ability^ you simply cannot 
succeed at anything worthwhile. Forrunately^ procraatinacion is 
a habit chat tan be overcome. Developing a sense of urgency is a 
habit as well^ which tan be leamecL 

Developing a Sense of Urgency 

There are seven steps you can tahe co program your mind with a 
sense of urgency. They will motivace you to overcome procrasti^ 
nation, get started on your most importaiic joh snd stay at it 
Single^mindedly until it is complete. 

Sot Viforthwhilo Goals 

Sec worthwhile goals for yourself^ goals chat you ifuensely desire 
to adiicve. All motivacion requires "motrve." A ma|or reason for 
prooasti nation is that there is no speciht goal that the person 
wants badly enough co gee started and then to persist until the 
job IS complete. 

Many people procrastinate and delay because they don't 
really want to do what they are doing. As a resuh, they dnd every 
excuse co delay and put off g e ttin g started. Tb counter thi« ien« 
dency^ you can use goals as a motivator The more goals you 
have^ the less likely you will be to procraslinste on the tasks nec* 
essary to achieve them. When you set a large number of goals for 
yourself, you engger the l^w of Forced Efficiency. You 6nd your* 
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BcK fDwifig iaaiitt and working iDore eAciendy simply because 
you have so many thinp ifaal you have to get done in a limited 
period 

Visualize your Tasks as Compistsd 

Program your mind to overcome procrastination by continually 
your as completed. Visualise your as al« 
ready achieved. Imsgine how you will feel with the fob behind 
you. Imagine tbe satisfxtion you will have when the task is ac« 
compbahecL Ibe more pleasurable tbe feeling o(cocDpletion ibat 
you can oeate m your mind^ the osore focused you will be The 
greater claruy you have o( your hniahed task, tbe more energized 
you will be. Clear mental pictures of a desired future reality 
sharpen your mind and allow you to concentrate better. 

For o:ample^ if you set an incoose goal that you want to 
adueve in a certain time period and you vividly imagine how you 
are going to en|uy tbe extra osoney, wbat you will buy, where you 
will gOf and what you will do, you will find youraelf internally 
motivated to do the thinp; necessary to athieve this goal Every 
time you visualize your goal as complete^ you increase the inten^ 
siry of your dnire and strengthen your resolve. You will then 
develop the willpower to do whatever la rtecessary to transform 
your CDenlal image into reality 

Practics Positive Affirmations 

Use the power of positive affirmations to program a sense of 
urgency into your subconscious mind At the beginning of each 
mafor task, repeat and afhriD tbe words, '' Do it nuw^ Do it now! 
Do It now^ ’ ’ 

Starting as a fatherless boy selling newspapers on the streets 
of Chicago, W. Clement Stone built an insurance fortune worth 
more than f 600 miUioiL In his book Success 7 hrc$^^ a Positive 
Mentai AUltud€, he wrote that tbe repetition of the affirmation 
''Do it now^'' was a key factor in hia rise from poverty to great 


. tarn M 



164 


Time PoMier 


wealth. By constantly diaLiplxfung himself to ''Do it now/' he 
became one of the nchest men in the world 

Thruushout his company^ Combined Insurance Company of 
Amenca^ which had branches in the United States and around 
the world, the entire would come together each morning 
and shout "Do it now! Do it now! Do it now^" Ahy times before 
starting the day. This repeated affirmation had a tremendous im« 
p a ct on the salespeople and staff Even after people went on tD 
other |obs and cocDpanies^ they still repeated u to themselves 
Many successful men and women all over the world today trace 
their success baih to thetr association with W Clement Stone 
and his motto "Doitrurw^" 

Tbu on develop any oxntal habit you desire by using re* 
peacetl su^estions^ in the form of conscious affirmations and 
mental pictures. At a certain pointy your subconscious will accept 
thne words and pictures as new commands These commands 
will then become your new operating principles. Soon, you will 
find that acting with a sense of urgency is just as much of a habit 
for you as breathing. 

Sot Cloar DaadlinM for YourMlf 

Set deadlines for yourself on all important taaks. Put yourself on 
record. IHI other people that you will ha>e the |ub done by a 
specific time Tbu will find tbat promising others motivstes you. 
Ve all work very hard to fulfill our promises and to avoid disaf^ 
pointing other people Often, promising others that you will 
have sofBething done by a certain and date is more power* 
ful than promising yourself 

Setting a clear^ speofic deadline progranss the taak or 
goal into your subconscious. You will then And yourself inter* 
nally driven toward getting the |ob done When you set a dead* 
line for yourself, your subconscious mind installs an automatic 
override on your tendency to procrastinate. 
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R#fus# to Maka ExcuaM 

All pn)cri2tiution seems to be accompanied by rationalcsatiofL 
And rationalisation is best defined as ''attemptinf^ to put a a^ 
daily ^vocable interp/etation on an otherwise sooaliy unaccept^ 
able act '' 

RalionaLzing is eaplaininf^ away and making excuses for un« 
productm behavior. People who procrastinate always have what 
they think is a good reason ro let themselves off the hook. Don't 
allow youraeU the luxury o( making excuses. Comnixt youraeU to 
completing a particular task by a certain time^ and then bum 
your mental bridges Refijae to consider the possibdity of not 
working on your taslc Nenet look tor reasons to lustUy noncom^ 
pletion of a task 

Roward N^uroolf for Comploliort of a Task 
Create a reward system for yourself. Olve yourself a reward for 
successful completion of each part of the |ob^ as well as tor suc- 
cessful completion of the whole |ob. You can actually program 
yourself to feel eager to start a job, and to continue spilfa it until 
it IS finished. Just yourself a reward at each step. 

(n behavioral psychology^ this is called opsronfoontAf/onmg 
(t IS a technique used to tram both humans and animals Behav« 
ior IS shaped by designing a specific mult or consequence ibat 
follows every act of the individual. Rewards tend to reintbree and 
encoura^ specific behaviors Punishments tend to discourage 
those behaviors. Over time^ the hsbus of the individual can be 
shaped and ber responses made automatic with repeated re* 
wards 

Using Rewards to Develop Positive Hahits 
Fully 95 percent of everything you do^ or fail to do^ is determined 
by your babus, either good or bad. One key to success ts to de* 
velop good habits and make them your masters You develop the 
habit of overcoming prooastination by rewarding yourself every 
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you do somenhinR posuivtr until you rtwiju and xt^pcognm 
yuur subcofuciow imnd permanefntly 

Creating a reward s>atem tor youraeU only requires a Ixtlle 
imaginaliun on yuur parL For emnple^ i£ you have a big taak ro 
do and there are dve pans to the task, give youiaelf a reward 
when you complete eath atep The reward on be aucmhing 
Simple^ such as a tuffw break, a break where you get up and 
walk around^ or even lunch. l£ it is a maiur task, or a ma|or part of 
another task, you can reward youiaelf by going shoppings buying 
something you like^ taking youraelfout tor dinner^ or even taking 
a vacation with your spouse or family. 

Vhen you put a reward system in place and you disopline 
yuuraelf not to take the reward until you have completed the task 
or part of it^ you eventually And yourself internally motivated to 
Stan and to Anbb yuur tasks and responsibilities. In a way^ your 
attention moves away from the difAtulty of the task itself and 
unto the enioymeru you'll get from the reward 

OMrcofVf fug Coil AafMctOMce wUb Keumrds 
A simple reward structure can be used to help salespeople over* 
come the Arar and reluctance associated with cold<alling un the 
telephone. The salesperson sets a spetifrc time and place for 
phone calb He sets a speciAc goal tor a nucDber of oUs^ appoint* 
ments, or sales He then gets a fresh cup of coffee and puts it in 
front of him. Every time he makes a call, he is allowed to take a 
sip of cof Aie Soon^ he becomes motivated to as many calb 
as possible so that he can dnnk the tof f ee before u gels told. 

Here's another technk|ue: Take a tookie and break it up into 
small bites^ or place a bowi of fellybeans in front of the salesper* 
son Eadi the salesperson makes a call and gels through to 
a prospect, he is allowed to eat a piece of cookie or jeUybeaiL In 
no bme at all^ in a Pavlovian response, the salesperson becomes 
eager to make calls and enjoy the r ew ar d It sounds simple and 
even childish, but it is extraordinarily effective in developing the 
habit of overcoming pruoastination. 
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tau can practice operant conditioning with yuur Lhildren to 
train tbem in the gocxl habua that they will rMd as adults Offer 
to take them to McDonald s oc to let them watch televiaioo i£ 
they dean up their rtxxD or cofoplete their homework Refuse to 
allow them the reward until the |ob is done saliafactoniy You 
will be amased at bow quickly ibey get started and keep going 
until tbe |ob is dniahed. 

Accopt Full Rospcnaibility for Comptetion of a Job 
Program youiaelf to overcome procrastination by accepting 100 
percent responsibiliry tor the completion of the task on sched^ 
ule. Look only to yuuraelf Rely only on your own ability No 
matter what the obstacle in your way^ resolte to dnd a way over, 
arournL or paat it Rehjse to make earuan. 

Accepting cocoplete responaibiLry for mults, and never 
allowing yourself the luxury of a mental escape hacch^ la the 
equivalent of putting your own feet to the die It la amazing bow 
much more you will get done when you eliminate your ocuses 
and reaaona for putting ofl something. 

Five Ways to Get Yourself Started 

Overcoming p/ucrastination permanently requires that you use 
every method and technique possible to get yourself organized 
and motivated to start and complete the job. Here are dve tfainp^ 
that you can do in advance to reduce yuur tendency to procraau^ 
nate. 

1* Create n detailed plon of Mtton Begin by creating a 
clear^ written plan with each part uf the plan and each step orga« 
nized In order of prionfy. ?ul an ''A,'' or neat to each 
step. Detenmne the most important thing that you can do to get 
started and put a circle around that item 

A written plan leada you into actiun It Rives you a track to 
run on, a blueprint to follow. The more you break down your 
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Rual into individual steps and iben list those steps, the easier it 
is tor you to the hrst one. O^n, that's all you need to ^t 

2* dron M^,>oj^i4^ofi^apescs. Begin with only one things the 
most important things m front of you. A clean worfespaLe is a real 
motivator to action A good time planner can be very helpful in 
this regard because u keeps you focused on the next task. 

Sepc^rat4 urgent fiwn the ImportofU Remind yourself 

that important tasks are usually not urgent. An urgent task is 
usually not important Start ofi working on the taska that are 
both urgent and important^ the taaka that have short time fuses 
and must be done inunediately Then move on to the tasks tbat 
are merely important^ but om urgent. It is these important {but 
not urgent taska) that contain the greatest potential conse- 
quences for your career and your future 

4 * Sturt with your most imporU m t tasks* You alwa^i^ tend to 
prooastinate on lar^^ important tasks wiib considerable future 
value Successful completion of these mafor tasks tan make a 
ma|or difierence in your life. There seeoss to be a universal ten- 
dency CD delay vporking on^ or completing^ the CDOst important 
tasks until the last moment 

Some people say that they work better under pressure This 
may be true in soose cases, because then you ba>e r>o time for 
excuses. Tbe heat is on. The consequences of not completing the 
job are too serious to delay. It is alwa^a berter to bs>e the fob 
done well in advance of the deadline 

5* Practice creuUve procrasUnatioH This requires that you 
tonscujualy procrastinate on those tasks tbat contribute litde or 
nothing to the accomplishment of your major^ bigb-value goals 
Since you can never do everything that you have to do, you are 
going to have to prooastinate on something. The be- 

tvpeen eftecthe and ineffective people is that effec u ve people 
prooastinate on the things that don't really CDatter. 
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On die other hand^ in ef fective people alwa^ pcocnslmale 
on the tasks that could make a real difierence. Use your will* 
power and self^bcipUne to put ofl and delay doing miriur^ irrel^ 
evafU tasks in bvor of xnaior^ important tasks. 

Many small lobs, leh to tberoselst^s^ have a tendency to be* 
come unnecessary If you don't do them for awhile^ you eventu* 
ally reach a point where they don't need to be done at all. Itseae 
are the tasks that are the best ondxdates tor trealhe prurastina* 
tion Before you start on a job^ ask youiselC ''Wfaat would baf^ 
pen if thi« talk were not done at ali^' If the answer to this 
question is "not much/' then put it o6 as long as you can. Often 
you won't have to do it at all 

Sixteen Ways to Overcome Procrastination 

Because procrastination is such a maior concern of so many pti^ 
pie and has been a bugaboo tor people throughout the ages, 
methods for overcoming procrastination have been dewloped 
over the yean Hm are sorteen of the most powerful techniques 
ever devised to help you overcome prooastination in your work 
and penunal life Think about whicb one of these ideas could be 
most helpful to you nght now^ in your current situation. 

1* Thifik on paper Prepare thoroughly List e%ery step of the 
job in advance Break the |ob down into its constituent parts 
before you begiiL Simply writing out evcy detail and thoroughly 
preparing in advance will help you to overcome proovtination 
and get started. 

2* Caiber ail the maierUUt and %i>ork tools that you anil 
need bejbre you begtn Vhen you sit down to work or to begin a 
task, make sure that you have everything at band so that you 
won't hate to get up or move until the task is done. Being fully 
prepared is a powerful motivator for staying with ibe task until 
it iS finisbed. 
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Do one smaH to get siorteJ. There is an 90/20 rule 
that saya that the firat 20 percent oi the taak often atcounta forSO 
percent of the value of that task This is probably what Confucius 
meant wben he aakl that^ ''A journey of 1,000 leagues begins 
with a single step/' Once you have taken eien one small step to 
start the job, you will often find yourself continuing on with the 
task to cucDpletiofL 

4* slice** the task. Just as you would neser try to eat 

a whole loaf of salami at once^ don't try to on all of a job 
from the start Sometimes the best way to complete a CDajor |ob 
is to a small sUte and complete just that piece» just as you 
would s single slice of salami and eat it 

Vhen you select a small piece of the lash and tben discipline 
yourself to do it and ^t it behind you^ it will often ghv you the 
momentum you need to counter inertia and overcome procruti^ 
nation 

5* Pnactree tbe Su^ss cheese iecifHitpte Just as a blotJt of 
Swiss cheese is fiili of holes^ you trest your task like a blodt of 
chene and you punch boln in it. Select a ftve^minute part of 
the fob and do only thao Don't worry about tbe whole job For 
example^ if you want to wnte an article or a book, break the task 
down into small pieces that take an identidable amount of time 
to complete and do |ust one small piece at a time whenever you 
get a chance. Many authorr begin by writing one page a day If 
you are doing research, you can read one article per sitting Many 
people write complete books on airplanes, or complete their col« 
lege degrees with snatches of time betspcen other activitin. If 
you wrote one page a day tor a year, you would haier a 3d^page 
boob by the end of the year. 

6* Start Jrom the outside and compiete tbe smader tadss 
first Often there are preparatory steps you must take before you 
can tadde the mam part of the |ob. In tbat case, starting from the 
outside by doing all tbe litde tasks first will help you to overcome 
prooasti nation, and it will get you started on tbe big tasks 
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T* St^ft from inside end do tbe lar^r ioskt first Tliis is 

the opposite id sugf^^tion nuniber six Look ovtr your list id 
ervccyihing that you haw to do to completes (he job and askyuur^ 
sel(, ''What U tbe bigfftu single task on this bst^' What is tbe 
one item that will the most time or retjuire tbe most eftb/t^ 
Discipline yotirsel/ to start wiib that item, and stay with it until it 
b complete All the other, smaller tasks on the list will then seem 
easier by comparison 

8* Do tbe task that causes you tbe most Jeer or anxiety 
Often, it has to do with owrcoming the tear of fUure or rejec- 
tion by someone else. In sales^ it may be aasociated witb pros^ 
petting. In management, it may be associated with distiplining 
or firing an mployee. In relationships, thb may haw to do with 
tonfronting an unhappy personal situation. In every case, you 
will be more eflecLJve if you deal first with whatewr is tausing 
you the greatest emotional distress or fear. Often thb will break 
the logjam in your wwk and free you up mentally and emotion- 
ally to complete all your other tasks 

9* Start yos4T day with the most unfdeasant task first Get it 
over with and behind you Everything ebe for the rest of the day 
will seem easier in tomparison 

A r e c e n t srudy compared two groups of people. One group 
started an ocer^ise program in the morning Tbe second group 
started an ocer^be program in the evenings after work. The re- 
searchers found that the morning exercisers were much more 
likely to still be in tbe program six months bter. Starting the day 
with exercise was much more likely to lead to the habit of regular 
exercise than putting it off until the end of the day when u was 
easier to make excuses and procrastinate. 

Mark Twain once wrote that, "Tbe first thing you should do 
when you ^t up each morning is to eat a live fro£ then you will 
have the satiafaction of knowing that that is probably tbe worst 
thing that can happen to you all day long '' 

Your "liw frog'' byour biggest most difficult, most unplea^ 
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ani task When you ^tart a/id fioiah diia task b<hj^ doing any* 
thing tl&e, )wj will have the aatiafkctiun of knowing (hat the rest 
of your day la going to proceed much more smoothly. 

10. Think about tbe negative cons^quanc^s of not doi^ the 
job or comptriing ibr task What will happen to you if this job ts 
not done on schedule? Both tear and desire are great motivators 
of human behavior ^omeluDes you can nHHivate yourself by the 
desire for the benehls and rewards of task completion Socne* 
times you can n>otivste yourself into action by thinking about the 
negative consequences and what will happen to you U die iob 
isn't completed aa pcomiaed 

11. Think about bow jryu wiU brn^t from dotng tbr Job 
and complrtif^ ibr iadt 

Write down all the reasona why it would be helpful for you 
to get this iob done on time The more reasons you have for 
completing the the more intenae will be your desire tD 
begin^ and the greater will be your internal drive to complete 
wfaat you've started. 

(f you have one or tspv reasona for getting a |ob done, you 
will ha>er a mild level of motivation But if you have ten or twenty 
reasona for completing the |ob^ your level of motivation will be 
considerably higher^ and so will be your persistence and self* 
diacipline. 

1 2. Set aside fifteen mtn%Ues during the day when you untl 
%eork on your project Set aside a speo£c time s a y, fro m 10 00 
to 10*15 A.M., or 2.00 to 2:15 r.M. — and resohe^ just to work for 
that brief dfteer^mimite period without worrying about anything 
else. This technique will launch you into tbe lash so that comple* 
tion will be much more likely. 

1b get the most out of this technique^ you onist make an 
appointment wiib yourself and write it down. Ihen^ at the design 
nated time^ have your tools and materials at hand and begin the 
hfteer^minute work sessioiL At tbe end of tbe fifteen minutes, 
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you my wul lo cunLnue (O vpwIc If not^ put tht work 
and scbtthile another hheen^minule appoxntmeni at another 
tune And then keep your appointment wuh yotiraelf. 

1$. Jt^hf ib4 tendency towtfrd pef^cUontsnt Since pertec^ 
tioniam is a CDaiot reason for procraatmation^ decide m< to 
worry about dotng the |ob pcrfectty. Juat get started and work 
steaddy You can always ro back and make corrections and revi« 
sions later Nothing worthwhile has ever been done ptuhmiy the 
first time anyway. 

Not long ago^ a friend of mind started a consulting business 
I asked him how It was Roing He said he bad oo< done anything 
yet because it was going to take a full month before be got his 
brochures^ business cards, and lerterbead bade from the printer 
I told him that hts bnxhures, lerterbead^ and business cards 
would never get him a nickers worth of business. Vhal he 
should do is write bis new telephone number on the back of his 
existing business cards, or get socoe cards made up at a <|uick 
copy center^ and then |ust ^t out and talk to prospective dients 
I told him that this would do him more good than all the bn> 
chutes be would ever design 

He phoned me a week later and told me ibal this advice bad 
transformed tus thinking about hicDself and his business He had 
started calling on prospective customers that very day and was 
already doing business and making money 

Ffck one eree where fifocrastineUon Is bartit^ yon Se* 
lect a single identifiable area where you know your tendency to 
proerMinate is boldingyou baiic Pick the most important area, 
and resolve to conquer that spea£c eumple of prooastinatiorL 
Set your priontie^^ and then concentrate singlesmiruledly on the 
one area where overcoming procrastination can make the greats 
eat contribution to your success. Always attack the roost difficult 
tasks 6rst Challen^ yourself to confront the hardest parts of 
your wotkf and then get them done before anything else. 
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1). Dev%k>p u for ctoiur^. Ontt you 

lauficfatd and begun to work on your Caak^ refuse to stop until it 
is completed. When you develop the discipline to start a ma|oc 
task and then stay with it until it is finiahed^ you will be laying 
down the foundation fur a bie of persistent^ purposeful work 
Force yourself to finish the last 5 percent of the fob. That is the 
part that is worth all the rest in terms of personal satisfsctioiL 

It IS amazinSf and somewhat sad^ the number of people who 
ove rco me procrastination sufficiently enough to ^t started on a 
task, but they never carry it through to cufoplelion As they get 
closer and closer to the end of the task, ibty find more and more 
reasons and o:cuses to put ofl the last 5 percent or 10 percent 
of the fob. This is the reason most university theses and dissena^ 
Lons to cocDplete masters or doctoral degrees never get com* 
pleted and subcnitttd A person may spend years of study in 
college and leave without the degree because he unable to 
push through and complete the last 5 percent or 10 percent 

Tbu only e x p e rience the |oy, satisfaction, and exhilaration of 
finishing the task when you bring it to completion. As you wrap 
up the last detail^ you (eel a tremendous sense of relief and ac* 
comphshment Your brain releases endorphins^ and you get a 
surge of happiness. But this is only possible when you complete 
the task 100 percent 

16. MaitUaIn a fiut tempo Fast tempo is essential to sue* 
ens Resolve to work at a brisk pace. Walk t|uiddy Move c|uicldy. 
Write fast. Act quickly. Oet on anth the |ob. Consoously decide 
to speed up all of your habitual actions. 

It IS amaaing how much more you will get done when you 
push yourself to move faster rather than moving at your normal 
pace I n fact ^ if you con linualiy force yourself to arork harder and 
faster^ you will start to feel tbe magic of the Jicw exp er i en ce 
When you get into this ''flow/' you will es:per1ence an enhanced 
feeling of conbdence and cofopetence. When you are in Aow^ 
you will start to plow through enormous ijuantitiea of work in a 
much shorter period of time than you've done in the pasL 
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DelibtT3lely organaiog your lite^ vpwIc, and tempo so ifaal 
you re^guUrly trigger this er^ipenenco of "Bow"' is a kery to great 
success All tniiy efiective people enioy mystenous Aow of 
energy on a regular ba»ia. It is activaled by consciously speeding 
up the cecDpo of your work and keeping up the pace until you 
M6 o0f like an airplane clearing the ground. 

Your Greatest Challenge in Time 
Management 

It takes courage and selTdiStipline to break the habit of prw^ 
tinatiun. It takes hard work and determination But the rewards 
are great Ybu will expeiience greater self^esteecD, seUKunAdence^ 
and personal pnde You will adiieve lifelong success By over* 
coming procrastination and becoming a focused^ effective per* 
son, you will accomplish CDore than anyone else around you and 
more than you can possibly imagine today. Itxre ts no other 
decisionthat will be more life^nhanang and satis^ing than your 
decision to ''Do it now! Do it now^ Do u now!'' 

M pfMMst sre reM<vM ibr 

PRISON swerr UAH o&i 


Action Exercises 

1* Select one ma|ur task where procrastination is holding 
you back Resolve to learn all these methods and tech* 
niqun by starting and fi rushing (hat one pro]eu 

2* Make out a detailed list of every single thing you will have 
to do tD complete that task; think on paper 

Select the single most important item on your Ust^ and 
gather everything you will need to start and complete that 
item 


. tarn isiiAMostf m 



176 


Time PoMier 


4* Set a af>eci£c Lmt when you aitr going (o atart and wutk 
aingle^imndediy on that laak until il la Aniahed 

5* Brtrak your largest tasks and goals down into bite-scse 
chunks, and Loocentrate on slailinK and completing one 
part of the |ob at a time. 

6* Accept 100 percent xeaponaibility for ataning and hniah^ 
ingyuuTfDaior task, refuse to make exciiaea orrationaliEe 
putting it off 

7* Viaualixe youraelf working with a senae of urgency pro- 
gram your mind by repeating the worth ''Do it now^" 
over and oven 
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Keeping Up and 
Getting Ahead by 
Making the Most of 
Your Time 

k nor iomiNnsiM strikes m an 0ystari.Sk9 a 
bur a gaViMf^ pcwef that mcvaa staadUy Virough 
bma. bka !h9 waatri9r." 

— JCmC QARONCR,JL 


wr 

% A / e live in a knowledf^^baaed^ xnlbnnauon^limrn soci« 
▼ T ety Succeaafui pecjplt today are simply those who 
know more than their competitors One of your most important 
respucisibxlxties is to keep up with your field and stay ahead of 
the padc by continually taking in new information and ideas. 

The amount of knowledge in eivry field today is doubling 
every five to seivn years^ sooKtimes every two to three years 
This means that you must double your knowledge on a regular 
basis iuat to keep even The bask rule today is^ earn more, 
you must learn more/' You are earning all that you possibly can 
today^ with wbal you now know U you want to earn more in 
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tht fucujtr^ you wiJ have tv leam and apply nerw knowledRe and 
»kilb. 

You must be cunLnudUy absorbing ncfw irJucmatkjn if you 
wani lo achicfve and maintain ncellent periormance in your 
AekL If you want lo be tbe best^ you must pay tbe price m terms 
of readings Latening^ learnings and growing. Ybur outer life will 
alwaja be a reflectiun of your inner bie If you want lo loprostr 
your life on Ihe outside^ you musi begin wuh youraeU^ by im« 
proving yourael/ on tbe inside 


One New Idea Can Make the Difference 

One ntw idea or piece of information can change the direction 
ofyourlife For oample^ ihinkofthe Nobel Pnxe for Phyaka dial 
was awarded for research on superconductivity in 1997 

Once upon a time^ a group of IBM actenlials working in Ihe 
IBM laboralorin in Swiizerland reached an impasae in iheir re* 
search on superconductivity. They could not And or develop Ihe 
formulas they needed. They Anally gave up^ putting the work 
aside so they could concentrate on other activities wuh more 
immediate commercial applications. 

One of Ihe scientists on this project decided to take a brea k 
and go down to the company library Vhile be was browsing 
through the reading materials, be came aooas a French journal 
on applied ceramua In that foumal^ there was an article discusw 
ing several operiments that had been done in conductivity with 
ceramiq. The scientist suddenly realized thst this was the bey 
that they had been kxsking for. The article and tbe information 
contained in it approached the subfect of superconducthily from 
a completely different direction than the one they had been 
working on. 

He immediately took tbe article and tbe information back ro 
the laboratory and began applying it to tbeir experiments Within 
twelve months^ the IBM scientists h ad discovered the secret tD 
superconductivity Not long afier^ they were awarded tbe Nobel 
Pna fur Physics. They are now recognised and esteemed as two 
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of die fDost impunanl ecientisls of tbe twentieth century^ Ceor^ 
Bednorz and Kad Alex Mueller 

Bykeepifig tbetr im/idi open, and by continually readins and 
Kathenng inibriDation £roo di0erer>ce aourcn^ the atientbts 
found the one piece of information they needed to make all of 
their other knowledge and information work together to achuntr 
a single, large goal 

When Your Mrnd Collides with a New Idea 

It turns out that ewry fhangt* m your life comes about when 
your mind collides with a new idea, i»i^ a biUxard ball colliding 
with another ball on a pool table. Itus is why people who regu« 
larly opose ibemsel^t^s to new ideas tend to move ahesd more 
rapidly than those who do not. 

Most of bfe can be explained by the l^w of Probabtlxtiea. This 
law says that there is a probability that virtually anything tan bap 
pen. In many cases, this probability tan be calculated with con* 
siderable accuracy Most of the talculations in the worlds of 
finance^ investments, and insurance are based on some kind of 
estimates of probsbdiry. 

Incroaao Your Probabilitioa of Succms 
Your aim should be to increase the probabilities that tbc ifainpi 
you want will happen ro you^ and that you will achieve the goals 
that you have set for yourself One of the ways that you inoease 
the probabilities of success in any endeavor is by using your time 
in an excellent &sbion When you set clear make detailed 

plans of action, establish clear priorities, and then focus singles 
nundedly on your most valuable tasks, you dramancally increase 
the likelihood or probability that you will be successful 

(n the information age, the more ideas and information that 
you take in and ocpott yourself tD, the more likely it is that you 
will come aooas exactly the idea or insight that you need^ at 
exactly the right time for you. As a result, you will gready inoease 
the probability of success in whatever you are doing 
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Keeping Up and Getting Ahead 

Ont of tht f3sttU ways of getting ahead is Innung how to mahe 
the CDU9t of yotir time. Here are a senes of ideas that you can use 
to keep up wiib^ and get on top of^ yuur|ub, career^ and field of 
eapeniae. 

Roadara Are Loadara 

Elead at least one hour per day in your chosen field One hour a 
day will translate into approaamstely one book a week One book 
a week will translate into approainiately fifty books over the neal 
tspelve months If you read an hour a day, one book per week 
you will be an expert in your AekI within three jeara. You will be 
a national authority in &\e years, and you will be an international 
authority in seven yeara. All leadera are readers. 

Over the years^ ( have shared this simple concept with mny 
thousands of my seminar panitiparus 1 receive a continuous 
stream of letters, faaes, and esmails from people all over the 
world who tell me that their livta have changed profoundly as 
the result of developing the babit of reading for one hour or 
more in their fields each day 

Gtvotia OneMonth Trial 

Ay ihiaout fbcyuuraelf Give yourself one monifa to test whether 
it works In all likelihood, one month from now; if you read one 
hour each day in your field your whole life will begin to change 
Eleading is to the mind as ocertise is to the body When you read 
in your field every day you will become brighter and more alert 
You will become more positive and focused. You will become 
smarter and more oeative You will see possibilities and oppor* 
tu nines in tbe world around you that you would have missed 
completely in tbe absence of your reading 

The average adult reads leas than one book a year. According 
to the American Booksellers Association^ 80 percent of house* 
holds have not bought or read a book in tbe last twelve months 
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Lfyou read one book per week, Afcy books per )e a r, ifaal adda up 
lo 500 books m (he nort ten years. This habit of regular reading 
will give you an edge in your held, and move you ^ster toward 
the front of the line than perhaps anything else you can do. 

Just thinJc if you were reading at this rate to become more 
elective and productive, would it aS^t your income^ Do you 
think It would aff^t your career? Do you think this anHJunt of 
reading would change your whole life? Do you think it would 
ghe you an edge over your competitors^ The answer is obvious 

Road Magazinos artd Trado Journals 

Etead the business and trade publications that contain artides 
and stones relevant to your held. Subscribe to them all They 
only cost a few dollars a year, but one article with one key idea 
can save )vu years of hard wtirk Sometimes, a single instght in a 
single article written by a specialist in your field can change the 
direction of your career. Etemember the l^w of Probabilities. The 
more ideas that you expose yourself to, the more likely it is that 
you will expose yourself to tbe ngbt idea at the right time. 

Etead pubLcationa such as forbes^ Fortuny Business Week, 
The Street JcuftmI^ tnvesior*s Businea DMfy, your local 
newspaper and business section, and all the specialty cnagoines 
in your held. One good idea la all you need 

PaOing Further Behind 

A friend of mine is a management consultant He was hired to 
advise a company on how it could turn around its business Sales 
and profitabiliry were falling CofopeUtors were surging ahead 
Company management needed help desperately. 

My friend asked them a f^ t|uestions about their business 
and tben said, ''Can you ghe me the names of the ma)or maga« 
aines, books, and newsletters that are written on and about this 
industry^" The president of the struggling cofopany looked at 
him with surprise. He said, "I have no idea wfaat books or maga« 
aines to reconunend to you. I don't have any time to read that 
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m3 . 1 can't ^svtn attend the annual conventiona for this industry 
I am too busy '' 

My friend stood up and said, "Well^ ( can save you a lot of 
money. I will tclJ you what your problem is right now^ without 
further investigation You have no idea what is going on in your 
industry. If you are not resdtng and keeping tuirent with the 
thanges in this business^ you have no future ' 

It IS the same with anyone in a fast<hanging» hard^nving, 
tompebtlve business. If )ou are not aggressively keeping up and 
ahead of your fields you have no future in it 

Invoat in Your Moal Prociout AsMt 

Decide today to invest 3 percent of your income back into your* 
self, into upgrading your knowledge and skills Spend 3 percent 
of wfaat you earn on your own personal and protessional deveU 
opment. Subsoibe to every magazine in your held; buy every 
book written that can help you in your businns^ listen to eduta* 
tional audio programs in your car^ watch educational videocas* 
settes» alone and with your stafl; and all the additional 
training and seminars that you can 6nd 

Here's my promise to you If you invest 5 percent of your 
income back into yourself within a few years^ you will not ha>e 
enough time in the year to spend the ansount of money that 3 
percent represents. Itirre percent dots not seem like a lot, but 
the impact ifast investing this small amount will have on your life 
and career will be so estraordinary it will amaae you 

A cross-secUon of New York professionals in business and 
academia was asked this question: ''If you had managed to accu* 
mulate $ ItKI^OOO from your job, what would be tbe very best way 
to invest that arzsount of mone)^" The business people, acadcm* 
ics, teachers, doctors^ foumalists, and other specialists gave ava* 
nety of answers, but tbe most popular answer was different from 
wfast most people would expect The very best investment ifaat 
you could make would be bade into yourself, and into becoming 
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erven b€iier ai what you had done to earn die money in die hrat 
plar#* 

ThoGuarantMd Formula forGatting Rich 
Sumetimea, during my apeakingengaf^menca, ( will aak my audi* 
ence thia question: ''If ( could give you a guaranleed tb/mula to 
becocDe lich^ would you be interested in heanng i^'' Of courae, 
ervecyone aays yes and raiaea their band I iben tell them the 
"'guaranteed tbriDula" tor autcna and lifelong rithea It la ibis 
Invest as cnuLh in your mind each year as you do m your car. 
That's it Simple Guaranteed. Obvioua And it worb every aingle 
tune 

The average driver spends $600 per month on hia or bes 
rvpt^en purchase payments^ insurance^ fuel^ maintenance^ and so 
on. U you are a high earner^ you probably spend mudi more 
But whatever the aiDount^ resolve from ibis day forward to invest 
that sarx>e amount bsLk into your mind, into becoming even bet« 
ter at what you are doing today. In the Aral year of practiting this 
formula, your income will increase 25 percent to 50 pocent, or 
more, and your entire career will off 

Approciadng AsMts Vareua Oeprociating AsMts 
An automobile is what is called zdepf€cU^ttng asset It is subiect 
to what accountants tail "straight line depreciation " This means 
that^ from tbe time you acquire tbe car, die value of that car 
depreciates a certain amount eaA year until it readies a value of 
200. At a certain point in the life of a car^ it becoosea a piece of 
soap metal^ suitable only to be melted down and turned into a 
new car. 

Your bcain^ on the other hand^ la an apfireciaUag asset The 
more money you inveat in it^ by reading and acquiring additional 
knowledge and ihe more valuable jou become. No marter 

how much you invest in your car, it will soon be worth nothing 
But when you imeat in your brain^ you increase your "earning 
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abxlxry'' with ^fvtry new idea or concept that yuu can apply tD 
produting value oc reaulta tor aomeone elae. 

Thia la wby people with iDore knowledRC and openence 
earn OM>n; than people with leaa knowletlRC oc experience. Iheir 
eanuns ability ia greater They have turned their brains into df^ 
predating assets that are worth more and more eadi year in 
terms of the quality and quantity of results ibey tan achieiv by 
applying tbeir minds to their work You should do the same. 

Practico tha ''Rip ar>d Road" Tachniqua 
It ts eaaential that you be alert and aware to what is going on in 
the worid of business, and in your business in particular How* 
ever, we are overwhelmed with a deluge of information that 
pours into our lives from all aides every day. You cannot get 
through It all. It is estimated ibat the average executm has 300 
to 400 hours of reading stacked up around his home or o£6ce. 
You have to And a way to sort the relevant fmcD ifae irrelevant 
and read tbe most important matenal 

One method you can use is called the rip and read method 
Instead of reading a magazine the way it is written and laid out, 
you instead go to tbe of contents^ identi^ tbe articles of 
interest to you, and then turn straight to those artitin. You then 
np tbecD out and place them in a file folder for reading at a bter 
bme 

Carry AritcUs with You 

Many people beep a ''np and read'' fiildef in their bneArases that 
they carry with them to read during '"tranaition time," such as in 
ta>as oc waiting rooms, airports and airplanes You can keep this 
Ale handy and read tbe artitles, one at a time, whenever you 
have a few spare minutes. You will be amazed at how efficient 
you become in plowing through huge quantities o/ key informa* 
non using method. 

Remember, magazines and newspapers are written and de* 
sigrted to sell advertising. For this reason, you must resist tbe 
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temptation to read a magazine from front to bade, from co>« to 
cover Instead, approach each newspaper or magazine wuh tbe 
assumption that most of the material it contains is of no use or 
value to you. The best way to save time in reading an article is to 
determine if it will be of any use to you^ and if it wun% to not to 
read it at all. 

The Wtiy Adutte learn 

Here is an important point about learning Tlie adult brain is 
designed so tfaat you only leam and recDecober something if it is 
immediately reletfani and up^cahie to your current situatioiL 
No matter how interesting it might be^ if you cannot connect the 
information to your current life or work situation, and visualize 
how you might apply the idea immediately, it will slip through 
your mind^ like water through a grate, and you will not remem* 
ber it at all. 

For this reason, you should not waste time reading subjects 
that may be of interest to }ou ' 'aocneday.'' Remember the Law of 
the Excluded Altemaihe, whidi says^ ''Doing one thing means 
not doing sonx thing else " If you are reading something that bas 
no immediate relevance or appUmbillty to your work^ you are 
simultaneoualy /etftng to read something that may help you im* 
mediately. Especially when reading welklaidKMit magazines and 
newspapers, you must discipline youxseU to keep focused on 
only those subjects that are relevant to your current woric 

Uao Gifts of Tims Wissly 

Take advantage of every gift of time that you recehe. These are 
short pciods, sometimes fust a few minutes, whidi you recehe 
dunng the day Always carry reading material to go through 
wbenyou get ibese unexpected moments ofwaiting or inactivity 

Many people harbor the secret desire to read the dasaks of 
literature Tlieyeven purchase the ''great books" and keep them 
on their bookshelves, hoping someday to ah down and read 
them. This seldom happens. 
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Here a greal idraiuryou Purchase a paperback veraioo o( 
a claaak boob that you have been wanting to read. I^ar oul 
rwenty pages and put xt in your bnefcaae or purae. The nort tune 
yuu have a gift of time you can read a few pages When you ba>e 
finished reading the tomHJUt pages^ replace them with a new set 
of pages from the paperback and put a rubber band around the 
old pages. 

(f you read a book a month in this way^ you will read ewehe 
books a year, 120 books in the n e xt ten years You will betonte 
one of the beat<ead people in the world by using this method 
Or^ if you read the clasaica for fifteen minutes a day^ over the 
tourse of a tew years^ you would have read all the great books of 
literature 

Loam from tho Exports 

Elead the boohs written by operts in your held. Elead books that 
contain practical information that you can use immediately tD 
improve the quality of your work and your life 

How do you know what books you should resd^ Here is a 
simple technique. Vilfa few oxeptions, you should only resd 
books written by people who are acuve practitioners of tbeir 
craft Boohs written by unhersity professors are usually theoretic 
rally tnie^ but practically useless in the course of operating areal, 
live business or living a successful life 

Vben you see a book that interests you^ immediately read 
the biography of the author Find out what the suthor has done 
and accomplished^ wbere she has worked^ what kind of espen- 
ences sbe has accuonilated in tbe course of her career You are 
looking for books by people wbo have ntablished a succnsful 
track record in your field 

Once you have determined that tbe author is a ^edible 
source of informstion, look at the table of contents to be sure 
that what the suthor is writing sbout is relevant and applicable 
to your field todsy. Avoid theory whenever possible. Look for 
practical ideas with practical solutions to common problems 
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That is, if tbe book doesn't offer aomelfaxfig practical^ then the 
btist way to save youiwU is to not read it at all. 

Another way to deteriDifie whether you should buy a book is 
by looking at the number of books that have sold, especially if 
the book has tome out in a paperbatk version Any book ifast 
Roes to paperback has usually sold well in haidtover This is a 
helpful guideline, although not a guarantee of quality. Some of 
the bestselling business books are wntsen by academics Ibey 
are full of ideas that are completely impractical No one is ever 
able to sthxeve impnived businns results applying an academ^ 
ic's ideas in s real corporation The material looks wonderful on 
paper^ but it has no relevance to the real world 

Build your Own Library 

Ve are all creatures of habit When we are youngs we often de* 
velop tbe habit of going to tbe library^ checking out books^ read« 
ing ibecD, and iben returning them to the library. There are nssny 
adults who s&ll do this^ even when it makta no sense at all. 

Tbur tuDe is your osost precious resource If you earn 
$50^000 per year^ divided by approximately 2^000 working 
hours^ ibis means that your time is worth {25 per hour. You 
must think continually in terms of your ''hourly rate'' in the way 
you use your time Why spend tsw or three hours going to a 
library, browsings checking out a book, taking it hooe, and then 
returning it to tbe library^ It is much cheaper and more efficient 
for you to buy the booh take it home, and have it at your 6nger« 
tips for the rest of your hie 

When you read, get over the idea you were taught in sdioul 
that you CDUst not leave any marks in your tortboob. Instead, use 
a red or blue pen to underline and mark tbe key ideas and con« 
cepts that you cocxse aooss. 1\im down the comers. Vrite easla^ 
malion points and stars in the margins Peraonalise everything 
you read so that you can quickly go bade and acens tbe most 
important ideas 

Many people will read a book, making notes throughout of 
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tht imporlanl points. Th^y will iben go back ihAJUgh the book 
wuh a dictation maLhint and dictate all die key ideas They will 
have a secretary type up this synopsis oi the book, whidi tbey 
will then thrccshoic punch and put in a binder. If you use this 
method, you can go to that binder and quickly nrww all tbe key 
points that you discovered in your reading Tben, each tune you 
review these points, you will have new ideas and insights on how 
to apply them to your work or business 

Join Bookclubs 

Join the book dubs in your field Get on their lists. You will often 
receive soliatations in the mail oftenng you tbree or tour free 
books when you Join a new book club. Tkke advantage of the 
ofler. Each month after that, you will receive recommendations 
on wbal are considered to be the top books published in that 
area in tbe last few months 

Book clubs tend to be veryselectivrin the books they dwose 
and recommend, because ibey depend enluely for their income 
on selecting books tbat you will buy and keep An enormous 
number of books have to be soeened before they select the ones 
that ibey recommend to you 

Road and Uoton to Book Summarios 

Subscribe to SoundView Execubve Book Summaries This com* 
pany selects and condenses three or four top business books 
each month and sends them to you ui a six* to eight*pa^ con* 
densation that enables you to quickly get the best ideas in the 
book in just a few minutes With book condensations, you can 
pick out the most practical and usable ideas that the book con* 
tains, and then determine whether you would to read the 
entire book You can also get book summaries on audiocassetce 
or each month, so you can listen to them in your car as you 

drhe to and from work Each time you do, you will pickup socne 
of tbe most current ideas on effective busineas operations. 
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Op%n Internal Accounts and Usa Tham 
Open accounts with Bames&Noble.com and Amazon com. Pul 
in your address and Lcedu Lard number Whenever you hear 
aboui a book chat may be of interest to yoti^ puJ it up on the 
(ntemet and read a brief synopsis If you lihe what you read^ you 
can order tbe boob online and it will be delivered to you in three 
to four days. This is a great nme-ssver instead of visuing the li« 
bcary or driving around to tbe boobstores. You can accomplish 
the same results that might take you an bour or more in one or 
IspV minutes. 

Take a Spoad^flaadinQ Coursa 

One of the most valuable ifain^^ you can do m your adult liie is 
to take a speed^reading course to learn bow to accelerate tbe 
amount that you read and retain. Most speed^reading courses 
are based on similar prinoples. You can actually triple your read« 
ing speed in the first lesson or class. Thne courses are given in 
every ciry^ and ifaey are usually advertised on the Internet or in 
the yellow pages. 

With a Rood speetkreading course^ you will quickly learn 
how to read 1^000 words per minute with about 60 percent 
tenlion. You will learn bow to plow through large quantities of 
magazines^ newipapers^ and books. You will learn how to get 
through more reading material in two hours a day than many 
people get through in a week 

Loam Kow to Road Effidontly 

Learn how to read a nonhction book efikiendy Perhaps the best 
method I have found is called the OPlit method OPIR stands for 
Overview«Preview 4 nview«lleview Here's how it works. 

Start wOb OH Ovarrtaw 

When you ptdc up a boob for the firvt time^ instead of opening it 
up and reading it from front to baiJc tbe way you normally 
would^ you instead begin with an '"overview." Resd the front and 
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back covers. Look at the 6aps insxde each co>«, which contain 
important information about the book and the author. Etead the 
table of contents £tucd beginning to end, looking for a 5ub|ect or 
heading that is of special interest to you at the mofoent (n the 
OPIR CDethodf you tben flip through tfae pages quicldy^ one at a 
tune, to ^t a feel for tbe way tbe book is structured 

You look at eadi chapter headu^K and the way tbe pagn are 
laid out Read the subtitles and look at the charts^ graphs^ or 
visual elements Get a sense for how the material flows in the 
book This entire overview will not you more than about ten 
minutes. As a result^ you can now re a d ''on purpose."' You can 
ntabliah a clear purpose for reading the book by deciding in 
advance wfaat it is that you want to get out of u 

Preview Ae Book kbu ilesMf A 

(n tbe second psrt^ the ''preview/" you fLp thniugb the pages 
one at a tune to get sn even better feeling for the layout and 
content of the book. During the preview phase, stop and read an 
occasional sentence or paragraph, usually tbe 6ru sentence or 
paragraph of each sectioiL If there are questions or summaries 
at the end of tbe each dispter^ read them through carefully to 
get a better sense for what you will learn when you start to read 
the book senoualy. 

Bead Ae Book tn DepA 

(n tbe "inview"" aiagt*^ you sit down and read quickly from page 
to page. The overview and tbe preview will have aroused your 
interest and triggered your curiosity In the inview phase^ you 
will be looking to All in the gaps in your knowledge. You will 
actually be engagmgin what is oiled onticipotory You 

are searching for information and ideas that are contained in the 
teet 

During the invkw^ use your hand to move down the page 
iust below the sentence you are reading. Read with a colored 
pen in your hand^ and make notes whenever you come across 
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an idea thdl you find intemLng oc impurianl Turn down the 
comera of paijes i£ the naatcnaJ is impurtant and you want to 
come back to it later 

Beyiew Wbat You Huvo R^ad 

(n the filial phase^ the "renew/* you go back through tbe book 
again^ from cover to cover^ ^ page*, and reread the pan^ 
that you noted axe moat important to you. Elememberthat repeu* 
tion IS the mother of learning It usually takes between three and 
SiX eaposurea to a new piece of information before you internal^ 
iae it and transfer it to your long-term CDecxMcy. 

Thisfour^tep method, Ovemew^Preview^lnview^Eteview, will 
reduce the amount of time it takes you to read a yKVpagt* book 
from sbc to eight hours to two to three hours. The OHjre often 
you practice this method, the faster and more efhtient you will 
becocDe and the more you will actually remember and retain 
from each book Using the OPIB method repeatedly will enable 
you to read two to tbree books per week, (f you follow through, 
and tben dictate the key notes from eadi book you read, you 
will develop a peraonaliaed library of notes that you can reread 
months or years later, in |ust a few minutes. 

Incroaao Your Intolligonco ar\d Loaming Ability 
The more you learn, the more you can learn. Your cnental capac^ 
ity grows and torpands, as if adding ruorc micro processors to 
your mental computer. And the foster you read a bouk^ tbe more 
information you get. The faster you read the more you retain 
The foster you read, tbe more you are forced to focus and con« 
centrate your CDind^ which actually makes you smarter. The in« 
tense concentration required by speed^reading drhes more 
blood to your brain, and it activates osore of the neurons and 
ganglia in your neocort ea ^ your thinking brain 

Thm ts a direct relationship between tbe number of words 
that you know tbe meaiunp for and bow well you think There 
is a direct relacioriship between the sise of your vocabulary and 
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tht amounlyuu cam. Thcrt is adireci relatiunslup becwwn your 
uxidcrs tan ding o( tbe difiercfices m nwanifig berwMn Siirular 
words and how smart you are. 

can in crease both tbe quaLty of your thinking and the 
quantity of your income by disciplining yuuiaelf to read intensely 
on a regular basis. Just as you become fitter ph^wally when you 
engage in physical eunbe^ you become fitter CDentally when 
you use your bmin to read material that increases your knowl* 
edge and 

Car>c«l Usolaaa SubacnpHorts 

Over die jeaiv 1 have received solicitations to subsoibe to every 
type of mag as ine^ nevpipaper, newalerter, and Juumai. If itseems 
to be of interest to my life and work, 1 always take out a trial 
subscription and read tbe publication when it airivea. Over the 
years, I have accumulated as many as fifiy to sbcry weekly^ bt« 
weekly^ and monthly subscriptions of all lands. 

Ac a certain pointy you bave to stand back and aals ''Does this 
publication belp me to achieve my goals?'' Does it help aie to 
adikve my goals better than other publications that I receive in 
the same area^ 

Elemember, you simply do not ba>e time to read everything 
that comes to you in the course of a day^ week, or month. If a 
publication is not helping you adiieve your goals^ or ts not serv- 
ing some olber important part of your LJe^ cancel the subscrif^ 
tion 

Eliminate Your Stacks 

One of the problems ifast you face today is called ''scackapho 
bia " Tins occurs when you receive an unending stream of resd« 
ing material ibat you don't want to part with. You begin to oeate 
stadts in your office and at hocx>e Sometimes^ you consider it a 
sign of progress when you begin a new stack because the oasling 
stadc IS too high. You often spend a good deal of rearrange 
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ifig your o£6ce or hucM so tbal you can accommodates ever« 
higher alacks of iDatenai. 

Once a year^ I apply an important rule to my alacks. I ask the 
question^ "(a this more than aca manths oW (n other apords, 
has it been here for cDore than six months without me reading 
it^ The rule is this: "If you haven't read it within abc months, it's 
iunhr' 

1b beep your mind dear and operating at maximum effi« 
tiency, jou must develop the habit of going through your stacks 
and throwing things aw^. Vben in doubt, throw it out^ If you 
haven't read it in aia montha, you will probably never read it 
Whatever it contains is probably obsolete Think of business or 
Anancial magazinn commenting on busir^eas conditions or in« 
dustrtes. Sometimes, all the information in those pubhcaUons is 
obsolete within a month. Throw them away. 

Don Y Worry Ahoui Jffaaing Somotbtng 

Here is another point If the article is on a sub|ect of importance, 
someone else will rewrite the article in a diftereru way at a bter 
time in a difierent publication Don't worry about misaing an 
important kle^ The more ioponant the idea Is, the more likely 
it ts that it will come bade to you from a difierent source Throw 
the article out 

Alwaja aak, ''If 1 did rxM have this information, and 1 needed 
it, could I get It aomewbere else?" The bet is that almost any 
information you need is available with a few clicks on the In« 
temeL You can go into the ardihea of the maior business maga« 
rines and retrieve articles that were wnrten several years ago, 
print them out, and have them at your fingertips in a few sec« 
onds. 

Liston to Audio Programs in Your Car 

Develop the habit of listening to audio programs in your car 
when you drive from place to place Audio listening is perhaps 
the greatest breakthrough in education since the printing press 
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With dudk> liM&fung you an become one of tbe bcFt^^ucaled 
people in AmeriLa by sunpty turning driving time into "learning 
bme " 

The average tar owner in America dnve^ betvpeen 12^000 and 
25>000 mder ead) attocding to the American Automobile 
AaaociatiofL This Iranabtes into 500 to )^000 houra per year that 
you spend behind the wheel o^your car This la the equivalent 
of twelve and a half to twenry^five workweeks {baaed on forty 
houra)^ or three to six months of forty^KJur weeks This is equal 
to between one and two folk tune univeraity semeatera. 

Aitenti Aut&mohtl^ Vnii^ersity FuU^Time 

Imagine U your boss came to you and said^ "I am going to ghe 
you three to six months o6 each year to engage in personal and 
professional development activities/' and if you knew you'd be 
paid mote money in the end as a result According to a study at 
the University of Southern California, you an acquire the same 
educational benefits of folhnme university attendance |ust by lis^ 
tening to audio programs in your car as you dnvc from place to 
place 

The rule is this: Never allow your automobile to be moving 
without educational audio programs playing. You cannot afford 
nor to be listening to educational audio programs. Turn your car 
into a university on wheels. Turn your car into a mobile clasw 
room 

tOwwle^ige and Mms Condensed and Compnoed 
The information contained in audio learning programs can be 
enormous The average program contains tbe best ideas of thirty 
to tUty books. The author of the audio program has probably 
invested hundreds^ if not thousands, of hours studying, reading, 
researching, and teaching the material contained in the cassettes 
or CDs. You can "hire" ibts oqiert for pennies a dsy. You can 
have him dnve around with you, stopping and starting instruct 
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tiofi at your leburtr^ sharing tht best ideas he has learned over 
ihe years. 

1b learn the equivalent of tbc irJucmatkjn contained m a 
good audio p/ugram^ you would ha>v to purchase thirty to 6fty 
books and read tfaeo. This would cost you 1900 to 11,000 and 
300 to 900 hours of study Even then^ you would not ha>ar 
the ideas and inlbnnalion organized as helpfully as you can End 
in an audio program 

/ncTMM tbwp Income Jrom ih€ First D€ty 
Over the years, I have produced dozens of audio learning pro- 
grams. Many of ifaecD ha>e been translated into as many as twenty 
languages and have now been used successfully by millions of 
people. Having spoken m rwenry^fbur countries and met counts 
less people whose Lves have been changed by audio listening, I 
can say I have not met a single person, in more than twenty 
years, who has not seen bis income inoease dramatically from 
the day he began listening to audio programs in the car. No oc« 
ceptions. 

In my experience, audio listening becomes addictive When 
you begin listening to an audio program in your car, you are 
struck by tbe number of great ideas that you can learn so easdy 
and enioyably Because of the l^w of Artraction, according to 
wbich a person is s living magnet, you will almost invariably 
find an opportunity to use or benefit from these ideas shortly 
after you learn them, and almost immediately you will see results 
and improvements in your life. Ihts motivates you to listen more 
tonsistendy. As a resuh, you get even better results Your per« 
fbrmante improves and your income inoeases Audio listening 
affects certain parts of your brain in a remarkable way You actu« 
ally become more intelligent Try it and see. 

Attand Saminara and Couraaa Ragularly 

Attend seminars and courses given by people with practical expcs 

nence and successful trade records In a seminar or workshop 


. tCM* ISilAMOSn M 




Time PoMi o f 


1d6 


Kfven by an erxpctt^ you can Inm a tremendous amotinlofpracu^ 
Lai i nib m Lion in a short penod o( time Itits is because of the 
way seminars and wutlohops are developed. 

Vhen I conduct a fuU^ay seminar on saln^ leadership, man« 
agement, orstrateKic planning that lasts six oc seven hours^ 1 will 
usually invest several hundred hours of readings study^ research, 
LonsulLmSf and prsctiLe to get die information that goes into it 
I will read anywhere £rum twenty to lUO books, underlining and 
taking notes. When I design the seminar, I will take the >ery best 
ideas that I ha>e learned on that subiect from every source. I 
will organize the seminar around die key concepts that can be 
immediately applied to get better results. 

Most people in tbe held of professional speaking and training 
follow the same procedures in designing seminars Whst you 
learn in three to sb bour^ when you attend one of these semi« 
nars may have taken the bcilitatot ten or twenty )eara of hard 
work to learn and condense And the pressure is always on the 
speaker to include roore value in a seminar by seeking uut even 
more helpful ideas. 

So, by all means, sttend every seminar you can find. Be will« 
ing to travel across the country if necessary to spend several 
hours with an opert in his field Your artendance at one semi« 
nar, if it is the right one for you, at the right dme, on die right 
subiect, can sa>e you yeara of bard work in your field 

Join Iho ProfMsional AMOctations fn Your Field 
Join professional associations where you can meet olber people 
in your field Join the ocganiracion or aasocialion that represents 
your business, or that the top people in your held belongto Join 
the chamber of commerce in your community and attend tbeir 
regular meetings. Join business groups tbat welcome people 
wbo are in die same field as you or wvrk in similarhelds Attend 
every meeting you possibly can As Woody Allen once said, 
''Eighty percent of success ts |ust showing up " 

Business associations are designed to be "self-help*' groups 
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Everyone who belo 09^ lo thtx associations is thertr because they 
are looking for and opportunities to improve ifaetr bust* 
nesses and their results. Tbey Join professional associations be* 
cause they know ifaat the very best to help themselves is to 
look for wsys to belp other people 

Ac eacb meeting of your protessional association, you will 
meet people who can help you^ and whom you can help, to 
adiicve business goals In my experience over the yeara^ having 
addressed bundreds of business and association meetings, ( have 
found that the very best people in every industry belong to these 
groups^ and they attend regularly. 

Gef /nrofrsd amtOff^io Help 

Vhen you tom your local association, mist the temptation to 
simply show up for meeting Instead, decide to get involved in 
some way Ofter to belp. Offer to serve on a cocDmirtee Ofter to 
do something that needs to be done on a soluruary basis. Again, 
the most important and respected people in every busines asso 
elation are tbose who actively contribute to tbe activities and sue* 
ens of that organisation Make sure that you are one of them 
Almost everything that you accomplbb in life will be deter* 
mined by the people you know and the people who know you 
Vhen you offer to serve on the committee of your proteasional 
aasociation, you get a tiiance to meet and work with some of the 
best people in your industry. They get a chance to meet and 
work with you as well. Over the yeara^ your willingness to vulun* 
teer your time and eftbrt will allow you to build a wider and 
wider network of contacts that you will be able to draw upon to 
help you to achieve your businns and personal goals There is a 
sayings "'The more you give of yourself without ctpectalion of 
return^ the more that will come back to you from the most urus* 
pected sources '' 

Network with Iho Top People in Your Susineas 

Make it a habit to network regularly with people m your business 

and in your community Introduce yourself to people who can 
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help yoti^ and whom you can help in return The most successful 
people m any business or o/^anization are those who network 
eflectively on a dsy^tt^day^ week^toweek^ or mondmo-CDonth 
basis Your success in life will always be dettcmined by tbe qual* 
ity and quantity of the people who know you and who think of 
you in a positi>er and ^vocable way. 

The more people you know^ and who know you, the more 
successful you will be People tD deal with people they 
know. 

Trigger ike iMw qf/t^pmcUy 

The key to networking, and to budding a wide range of contacts 
is called the Law of Eleciprocity This law says that people are 
alwa^a looking for oppoctunities to return favora to people who 
have done favora for ifaecD. Therefore^ you ahould alwa^a be 
looking for ways to help or to do fovors for people who can be 
helpful to you sometime in the future 

One study found that tbe most successful managers^ those 
wbo were promoted regularly^ spent as much as 50 percent of 
their time interacting and networking with other people, both 
wuhin their business and industry and outside of it More people 
knew them^ and more doors opened up to them as a result. 

The Sficceu formuia Thai Sev€rPaib 

Here is a simple formula that you can use to save an enormous 
amount of time in achieving your career goals. It is simply this: 
T X R s P. In this fomnila, T stands for tnfffU These are the 
talents^ abilities, skills^ knowledge, and experience that you 
bring to your work R stands for retatUMibi^. These are the 
number of people you know^ and die number of people you can 
afiect or influence in some way. P stands for produett^rtty. Your 
productivity is the quality and quantify of your results^ what you 
produce^ and wfaat you get paid for. Talent timn relstkinshxps 
equals productivity 

In other s/ords^ constantly s^ork to become better at what 
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you do Contimiousty networic to of>amJ your number of con* 
lacis and relationahxpe, and your productiviry or value will con* 
Lxiuc to incRfaae 

Takoa Courao in Public Spooking 

One of the o>oet helpful career deciaiona you will ever male is 
to take a courae in puUxc apeakiriK. Take the Dale ^mesie 
courae^ or join a local chapter of Tuaatmaatera International. At* 
tend eath week, and follow the dlretUona they give you to learn 
how to speak on your feet 

The way to overcome your fear of public speaking is by learn* 
ing bow to prepare and deliver a talk Once you learn bow to 
deliver a speech^ you will attract into your life oppoctunitiea to 
apeak in front of small groups of people, and then lar^r groups. 
Vhen you do your homework and become more knowledgeable 
on jour subfect^ and then express youraelf dearly and eftectively 
to others in public tbrums, you will attract to yourself the alien* 
Uon of people who can help you. 

One of the most admued skills in the world of work is the 
ability to afMak well on your feet As you develop this stalls new 
doors will open fcjr you You will feel more courageous and con* 
fident You will ba>v higher selfesteem. People will respect you 
and admire you. You will be ghern opportunities to use your de* 
ve loping skills at higher and higher le%ds. 

Invost Iho Goldon Hour in Youraolf 

One of the >ery best waja to get ahead m your deld iS to arise 
early, by 5 *30 or 6.(10 kh , and invest the 6rst hour of your day in 
yourself This is often called the goiden hour It sets the tone for 
your entire day If you get up and read something uplifting or 
educational for one hour each mornings you will start off your 
day mentally prepared to perform at your best in the hours 
ahead. One hour each morning spent reading a book in your 
chosen deld, or otherwise educating^ motivating, and inspiring 
yourself, will improve your performance in everything you do. 
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Three Keys to the Future 

Here are three Anal points for beeping up and ^tting ahead 
They are repeated ihrouBhouc this book because they are the 
pivotal points oi high p/uductivity and personal success. 

Firsts plan every day m advance. Start u6 eiery day wiib a 
written plan, clearly organ oed with tasks, activities, and priority 
in. Always begin vpork with your o>oat important taak 

Second, listen to audio programs in your or. Always have 
your audio pla^w on when you are driving Take every oppocru* 
mey to leam new ideas that can belp you in your Ide and woric 
Third, cofimut youiseU to lifelong personal and prufeasional 
development Reading, learning, Ibtening, and gniwing can sase 
you many years of hard work acfaimng your career goals and 
your desired income Sometimes, one new piece of information, 
at tbe ngbt time, can change the wtK)le direction ofyour career 


Become a No*Limit Person 

There are no limits on what you can become, except for the lim« 
its that you place on yourself There is nothing that you cannot 
do, if you are spilling to prepare yourself long enough and hard 
enough in advance 

Your decision to keep up, and keep ahead of sphat is going 
on in your field, will ensure that you reach your full potential 
It's one of the must important decisions you can make. By be* 
coming tbe best at wfaat you do, you snll become everything that 
you are capable of becoming Never stop learning and growing. 

wnMara and iWy and IVAan, andMnvandiVAartsaM 

Wfior 
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Action Exercises 

1* Elcsolw toddy to dedicate youneU to lifelons leamifig, 
decide to pay any pnce^ invest any amount of time 
quired^ to be die bnt at what you do 

2* Build your own personal library of bools that tan help 
you to be e%en more eflective at what }ou nme 

each day to learn something new. 

listen to audio programs in your car fro m now oil This 
habit alone can make you one of the best^ducated and 
highest^paxd people in your field 

4* Tdkc a courae in public speaking and leant how to be 
both eflective and persuasive on your teeL It^is skill can 
open counlleas doors (or you. 

5* Learn to speett/ead and ^ I h> to read more efficiendy 
Usese are both basit skills that you can acquire and use 
fur the rest of your life 

6* Join the business groups and associations that welcoose 
members of your profession or business; get invoked and 
ofier to help 

7* Get up at least one hour earlier than jou need to and 
invest tbe ''golden hour" in yourself. Read something ofh 
lifting or edutational that p re parts you fur tbe day. 
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Saving Time When 
Dealing with Others 

Mfrpukiof^dfM^frtsft,¥^t&^6bwt^doff^knkseiion? Vyou 
kMwth^ M p^ncft, you CMft Icuch hm th^ ccf^ 

cfnkboing.*^ 

— VitJJAM «m&04 


Y uur ifuer3ctu>fu with uthe/^ conFume as much time^ if 

not mont, tban any other part ofyuur day Bvtn technital 
woriccca spend up to 75 percent of ibeir time tommunicating 
with co^pvrker^ You can greatly tncf vas e the efficiency of your 
inte/actiuna by ud proving the qualify of your cocDmunicatiuna 
Some of the biggnt wastera in life are people These 
people problems tan be broken down into a tew oitical catego- 
ries. 

Common Misunderstandings 

A major waste of time is caused by miFunderatandings between 
people about roles^ B^jals, and mponsibdicies. People do not 
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know what they axe eapcLted ro do^ how to do it, and by wfaat 
tune Mis understand mgs lead to inefficiencies, an^r^ frustra^ 
tion, and unhappinesa (t often requires an enormous amount 
of time to clear up a misunderstanding and get matters back to 
normal 

Most of your problems in Ute bade They come with hair 
on top. Perhaps 85 percent of your happiness^ or unhappiness, 
in life involves other people in some way. Miscommunications 
with other people are a ms|or auurce of time wastage 


Unclear Phoritiee 

Misunderstandings about prkjcitie^ often lead to your working 
at the wrong iob, at the wrung time, tor the wrong reason, and 
perhaps aiming at the wrung lei^l of quality. Or the problem 
may be that you are working for the wrung person Some uf the 
most streasftjl times of your life are caused by misunderstandings 
at wurk, especially mistummunications with yourbuas. 

The single most important tause o/ positive feelings and high 
levels of motivation in work is defined as ''knowing exactly wfaat 
is expected " On the other hand, the number^ne complaint, or 
demotivator, of employen is ' 'not knowing what's expetted ' ' 

In order to perform at your best, you need absolute daiity 
about your |ob and what you are expected to do. You need tlaiity 
with regard to results required and standards of performance 
You need clarity with regard to schedules and deadlinn. You 
need clarity with regard to the rewards for doing a good |ob and 
the consequences of foiling to do good work Clanry ts every^ 
thin^ 

Poor Delegation 

Poor delegation to others, or from others, leads to mistakes and 
ftustration on the part of both the boss and the employee It la a 
ma|or time waster. 
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Ont of tht rules tor Fuccns m life and work la to ''asaucne 
the bm interuiuna of ewryone/' You can ^ne/ally aaaume that 
nch person does tbe >wy bnl he can at the |ob be thinka he is 
supposed to do Bui poor delegation cauan t^n the most ain« 
ttso and talented people to da poor work or the wrong jobs 
Theretbre^ ibty end up feeling £niatraled and unhappy. 


Unclear Lines of Authority 

Unclear lines of authority and responsibility lead to time waat« 
age People do not know who is supposed to do wbat |ob^ when 
is it to be done, and to what standard of quality People are left 
to wonder^ Who la supposed to report to whom? Vho'a in 
Lhaige? Who's the boas> 

A Mana^emonl Game 

(n CDy manage o e nt aecDinaia, I ohen invite the rBanagers to play 
a game with me. The game b called ''Keep Yourjob " The rules 
are quite simple. 

Piret, tbe managers must wnte down the names of tbe people 
wbo report to them. NeiO to those names they must wnte the 
most important iob that each of those people is eipected to ac« 
tompbah, in what order of priority, and why they axe on the 
pa^TDll Ttx neat atep^ ( tell the managers^ involves interviewing 
each of tbetr sta£ meoberv Each staff member will be asktd to 
answer the question, ''What eaactly have you been hired to do, 
and in what order of pnonryf** If tbe anssp'era ghvn by each stafF 
member are identical to the answers given by the managers^ then 
the managers will be allowed to "keep their ioba." 

I then ask, "Does anyone here want to play Keep Yourjob^" 
No one ever wania to play, (n years of conducting thia ex ercise^ 1 
have never found a manager who ts willing to stake hia |ob on 
the sure knowledge that all of his employees are dear about what 
they are on the payroll to accomplish. 
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Th% Manager Is Rssponsibis 

Thcf &ct is thal each msu^r la mpofiaible for makir^ abao 
lately auitr that eadi employee knows oactly wfaat he is suf^ 
posed to be doing. One of the fosteat ways to incRfaae effkienty, 
tlear up miaur>der7tandinf9f and improve cocnmunicationa b to 
ihe tiox to ait with eath person on your atafl and diacuaa 
nactly what tbey are aiippoaed to do^ and in what order^ and ro 
wfaat standard of excellence 

Incomplete Information 

Another ma|or time waater in buaineaa is poor or incomplete 
information, whidi leads to erroneoiia asaumptions and conclu^ 
aiona. It is amasing bow often people jump to concluaions or 
make folse asaucDptloni on the basts of sprung information. 

The very beat managera take the time to ask questions, and 
they Ibten carefully to tbe anssp^era before tbey make a decision 
If there is a key piece of information ibat sug^sts a problem or 
difhtulty, they double< heck on this piece of information to make 
sure that it is accurate. 

Alaraya ask^ ''What proof do you have for this alatement or 
fact?'' Never assume that something important is true without 
taking the time to corroborate it 

Aimless or Too Frequent Meetings 

Tbo many meetings^ or aimless meetings thst proceed without 
an agenda, direction, or closure^ are an enormoua waste of 
at work Tbese are meetings that start and stop withcMJt any par- 
ticular resolution. No problems are solved^ no decisions are 
made^ and no respocteibililies are assigned. No deadlines are 
agreed upon for action. 

Since 25 percent to 50 percent of working tiox is spent on 
meeting of all kinds^ you can dramatically inoease your eflec- 
tiveneas and productivity by taking tbe time to improve the qual- 
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ity o( yuur meetings, by prepanr^K ssttHlas in adv&fice^ and by 
bcinKifigeach question to tlosuie. 

Lack of Clarity Concerning One's Job 

L^b of information oc unclear communications on important 
matters affecting a person's work tauso a lot of wasted time. In 
one survey on employee motivation^ the best companies were 
deAryed as places wbere each person felt that he was an insider 
and "in the know'' about whal was going on in the company 
The w^jcat places to work were described as those where no one 
was sure about wfaat was really going on. In this type of situation, 
people were unclear about their responsibilities, unsure about 
their lobSf and cautious about taking any risks When people 
don't know what is going on, it leads to demotivation, poor per« 
fdrmance, and "playing it safe " 

People need to know everything that is happening in the 
company that a&tts their particular Jobs The very best compa* 
nies are open and bo nest with all employees concerning those 
matters aff^ting the health of the tocDpany. Employees know 
wfaat is going on and how their jobs At into the big picture. When 
employees are unclear oc unsure^ an enormous amount of am#* 
is lost as the result of con>ersationBs discussions^ and gossip, 
which leads to ineffective work behaviors and poor productivity. 

Take Time to Communicalo Cloariy 

(n one study^ 84 percent of successful ocecutives said that their 
ability to com CDU me ate eftecthety with others was the key reason 
for their success. Almost all succnsful men and women today in 
the world o/wock» busines^ poUlus^ and other fields are in their 
positions because of their ability to communicate well with other 
people. Effective communication is a vital time management 
skill 

Here is a rule: Nem assume that the other person under^ 
stands what you have discussed until sbe has ted it back to you 
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in ber own wucde N^f^mawjmethdlyouunden^andsucDethinf^ 
until you have repeated It or you have oplained it in your 
own wo/da^ and had the other peraon agree 

It ia a tniam that we only understand something to the de* 
gree to which we can explain it to another peraon. The very act 
of articulating an asaignment or decision in wtirda clanhea it for 
both the speaker and the person listening 

In interacting with others^ seek Arat to understand^ then ro 
be understood Moat people get this rule backward They are so 
busy trying to get other people to understand them that they 
don't take the time to understand the otber person fnt. listen 
closely to the other person to be sure that you fully understand 
wbal be ia both saying and meaning. Only then ahould you try to 
get tbe otber person to understand you. 

The key to effective tocomunication m working with others 
is developing absolute clanry about wfaal needs to be done^ and 
wby^ and wheru and to wfaat standartL Clarity requires time^ at« 
tention^ and patience. 


The Law of Comparative Advantage 

In 1805> the British economist David Ricardo announced wbat 
has betocDe one of tbe roost important pnntiples of economita, 
the L^w of Comparative Advantage This law initially referred to 
trade between countries It demonstrated mathematicaJy that 
countries should specialise in producing those products that 
they made better than any odier country. Ricardo showed that 
even if country ''A" produced tv^o products at a higher level of 
quality than country ''B/' it was still berter for country ''A" tD 
coTKentrste ocdusively on producing the one product that it 
made best and to let country ''B" oxlusively produce tbe otber 
The total value created by both countries for their citixens would 
be greater in proportion to the resources consumed in produce 
Hon than if each country tried to produce bolb products. 
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Applying Comparalive Advantage to Your Work 
(n business and commerce, this iS aneArtiDety impunant princi* 
pie. It iS tbe basiS of modem wage diflerentials In yuur a^ric hit, 
the law of CofDparattve Advantage saya that you should aasign, 
delegate^ outsource, or have someone else du any job that can 
be done at a wage leas than you earn, or less than the wage you 
desiie to earn 

In Its simplest terms, if yuur goal is to earn {50,000 per year 
and you wurk 2,000 buuia per year, your hourly rate is approA* 
mately {25 an hour This means that you should hire someone 
else to do any task that can be done at an hourly rate less than 
{25> even if you can do the task better than be can This allows 
you to spend more time doing more arork that pays |25 an hour 
or more. 

If you want to earn { 100,000 per annum, your hourly rate ts 
$50 per hour for every hour you work But you cannot earn {50 
per hour during the workday if you are getting your car washed, 
picking up your grocerin, or dropping o6 your dry clearung 
You cannot earn {25 or {50 per hour if you are chitchatting with 
yourcoarorkera, making coffw, reading the paper, or surfing the 
Internet This kind of arork or activity does not pay you those 
kind of hourly rates. The basic rule is this If you want to earn 
$100, (XX) a >ear, you base to do {50-per-hour work fur eight 
hours every single working day. 

The Key Pergonal Productivity Principle 
This IS a key personal productivity principle. If you do not focus 
sxngle^mindedly on working at or above yuur desired hourly rate, 
you will not earn this amount of money in the long run 

This rule applies to hiring-^vfaether it b someone to do 
bookkeeping, typing, shopping, housecleaning, or any other 
task. Tht key is effective delegation, where you outsource or del* 
egate those things that pay a lower bourfy rate than jtxj earn 
This IS the only way tbat you will have enough time to concen* 


. iSii^ Ifflihi SS 



saving Time When Oeellegvrilh Others 


20 » 


tr^te on doing the kind of wort thal will pay you tbc kind of 
money ihal you truly desiie. 

Every hundreds of thousands of people are laid off from 
jobs in different industrin. In almost every case^ u is 
because their hourly cuolributloo to their companies bas 
dropped below ibe amount of money they are receiving m wages 
or salary. This Situation msy have been caused by ertemal lir^ 
Lumstances^ by Aangw in the market that render the products 
and services they produce less desirable. 

You Can Only 8% Paid What You Contributo 
(n too many cases^ the value of workers has dropped because 
they have not tontinually upgraded their skills. On the olber 
hand, they are wasting too muth time. They are engaging in ac« 
tiviaes or performing tasks of low or no value— tasks that rK> one 
can pay th e m $25 or $50 an hour to do. As a mult, workers are 
laid off or fired, and they must make the rounds for several 
months before finding new |obs that pay even lower amounts 
than ibey earned before. 

The focus on your bourfy rate ^ and continually inoeasing tbe 
value of your work on an hourly basis^ is the key to your future 
Basketball coadi Pat Riley said, "If you're not getting better, 
you're gerting worse." If you are not continually learning and 
upgrading your skills, you are actually sliding biLkward, and 
your time is becoming Ins and less valuable to your employer 
Don't let this happen to you. 


Delegation le the Key to Leverage 

Tb achieve everything you are capable of achieving, and to be 
able to concentrate on those tew tasks that can make the greatest 
contribution tD your life and work, you must become eacelJent 
at delegation Whether you are a boas or an employee, you rmist 
be continually seeking ways to outsource, delegate, and get 
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other people to do the that pay a lower hourly rale than 

you dcMie to earn. 

There are several waya to become OM>re effective at delegate 
ingj oulsuujcifig^ or hiring other people to do parts of your work 
ao that you on concentrate on the parts o/your job that pay the 
moat 

Who Els# Could Do Thia Job? 

Aak the question, ''Wbo cando this |ob ^nMtWo/you^' Remem* 
ber^ you have to delegate everything possible in order to have 
enough time to do those few things that are most important. 

Who Can Oo Iho Job Boltor Than You? 

One of tbe characteristics of effective managers and succeasful 
leaders is that they have the ability to Ar>d people wbo are aupe* 
nor to tbecD in specific tasks. You should continually look for 
people who can do certain parts of your work than you 

Can lha Job Ba Oona at a Lowar Coat? 

Evaluate the |ob and aak, ''Vho can do this job at a tower cost 
than me^' Many companies and individuals are hnding that ibey 
can outsource maior parts of ibeir operations to companies ifaat 
specialire in that area Companies that specialire in a particular 
function can usually do the job cheaper and faster than a com* 
pany that does that vpork as part of its other activities 

Can lha Job Ba Eliminatad? 

Aak yourself and others, ''Can this activity be etiminoied alti> 
getheri'' What would happen if the job were not done al alJ^ 
Many routine t a s ks and activuies in a company or business could 
be quite easily eliminated with no loss of productivity and great 
inoeases in effectivenns 

Once upon a bme, in a Fortune 500 company^ a new vice 
president of finance took over the accounting and bookkeeping 
for the national organiratiun One of his departments consisted 
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of rweivtf hi^ly peid accountants and anal)i4e who spent ibeir 
tunc assecDbling the monthly reports from all tbe operating dm« 
sions into a single birxJer^ which was then distributed ro all tbe 
division beads This department and its activities were costing 
the company almost million a year 

The new vice president was curious. He went down the hall 
to one o( the division heads and ashed him if he had been xecetv^ 
ing tbe monthly reports from his acc^ounting departnsent The 
division head assured him that be had been getting the reports 
each month. The vice president asbed^ ''Wfaat do you do with 
them?'' 

The division head said, ''Come here and Til sbcjw you." He 
took the vice president down the hall and into a storage room 
where the monthly reports^ each of them about three inches 
thicbf were neatly slacked on a set of bookshelves "We never 
have time to read them^ but we beep them here iust in case 

Tbe VP of finance went bade to bis office^ called in the spe* 
ciabsls who produced tbe report, and told them to discontinue 
their activities They would be reassigned to other iobs where 
the company needed their of>emse iDore than this department 
They argued vigorously against this decision. Tixy insisted that 
the company depended on their monthly reports But tbe new 
vice president was adamant. He discontinued the reports and 
didn't tell anyone 

Nothing happened Nine months later, tbe vice president 
was at an ocecutive meeting and one of tbe division heads aaked 
him in passings "Whatever happened to those big reports we 
used to prx from your department each month^ ' Tbe vice presi^ 
dent of finance satd, ' 'We stopped sending them out '' 

The division head said, "Well, we never read them anyway '' 
That was tbe only comment he ever received from anyone in the 
company on the discontinued repoits. 

It is amaang bow many aedvuies go on m business, and in 
private life, that could be quite easily discontinued completely, 
with no loss or incontenience to anyone Rooting out these of^ 
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pominiHe^ for incms«d efficiency can drundUcally impruve the 
prvduUlvity and profitability of an urganaation or department 


Six Steps to Effective Delegation 

lb delegate eflectively in yoiir work with othens there are abc 
atepa that you tan take If you neglect any one of these atepa^ you 
run the nab of miacofniDunication, nuaunderatandingas demoral* 
iaatiun^ and poor per^Kmance. 

1 * iWofcb ih€ perron to ib4 Job. One of tbe great time waaterv 
in tbe world of wurk la delegating the laab to the wrung peraorL 
Often the raJr u delegated to a peraon wbo la nut capable of 
doing it properly ur getting it done on athedule 

The best predictor of furure performance is past perform^ 
ance. The rule la tbat you never delegate an important laab to a 
peraon who haa not performed that taak aaliafactonly in the past 
(t la unfair to e j rpec t a person who haa not done a |ob before to 
perform at a sufficient level of quality when he ts gwn the fob 
for the 6ru time. 

2* on wbot is to be dons. Once you ha>v selected the 

right person fur the |ob^ tabe the time to discuss tbe fob with that 
peraon and agree upon what must be done The more time you 
ro diacuas and agree upon the end result or obiectlve— the 
more effort you make to achieie absolute daiity— the ^ster the 
job will be done once the peraon starts on 

Explain bow the Job sbo%dd bs dens. Explain to the per* 
son your preferred approach or rmdiod of working Explain how 
you would like to see the job done, and how you or someone 
haa done it succesafuily in the past 

4 * Hews your employee feed back to you what you have 
said Ask the peraon to feed your inatmctkKis back to you in ber 
own words Have her explain to you what you haw just oc* 
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plained and agreed upon Tins is die only way ifael you tan be 
sure chat the ocher peraun actually underacands Che |ob or assign^ 
meat she has been delegated to accomplish 

5* At Sec a deadline and a sdiedule fur complex 

Cion of Che taslc At Che same Cime, arrange for regular reporting 
and penodic inspection Invite foedback and questions if there 
are any delays or prubleoK. 

6* by excephoH Managing by ocception is a pcrwen 

(ul time manag e m e nt tool that you can use to work more eSi« 
ciendy with ocher people If the job is on track and on schedule, 
managing by ocception means that Che person does not have to 
report back to you. If you don't bear from him^ you can assume 
chat everything is going well. The individual only has to report 
back CO you when an e:cLepdon occuis and there is a problem 
with geccing the |ob done on tune^ to Che agreed upon level of 


Seven Ways to Get More Done Each Day 

There are aeven meChock you can use co get more done each 
day. Bach suggestion la simple^ direct^ and coats no money 

1* W&fi harder Xt^dck harder chan you are working today 
You can concentrate with greater intensity on your work You 
can focus slngle^mindedly and discipline yourself co work with* 
out incerrupCion, diversion, or distraction Ybu can work harder 
chan anyone else, whidi is a aegec to great succns 

2* You can work faster than you do today You 

can pick up the pace. You can develop a foster tempo. Ybu can 
mo>e OKjre quickly liucu place to place and from job to fob. 
Vhen you combine working harder and working foster^ you can 
get more done in a single day than must people get done m a 
week 
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Batch your taskt You can batch your taaks. You can do a 
aenea of siimlar fobs togetber , taking advantage of the learning 
cur^ 

4 * Do moT€ Important thtr\gs. You can do mote important 
things You can work on higher^value tasks You can work on 
tasks ifaat havtr a higher potential payo6 rather than those activi- 
ties that have a lower payufl. 

5* Do ibtf^ you're batter at Do things at which you exce4 
The better you are in a key skill area, the nx>re that you can get 
done^ and at a higher level of quaLry. Because you are better at 
the%e tasks f they will be easier for you, so)ou will ^t them done 
with less effort^ and you will have more energy as a result 

6* Make /ewer mutakes To get iDore done^ you can make 
fewer mistakes You on the time to do it right the first time 

You’ve beard it said, ''There is never enough time to do it right, 
but there is alwa^a enough time to do it o>er ’ ’ One of the best 
bme management techniques is to do it right the firat time^ even 
if It takes a little more effort and concentration 

T* Simplify^ the work You can simplify the work by reducing 
the number of steps rtecessary to complete the task This makes 
the job simpler and easier to ^t done. 


Paying Attention 

Life is the study of attention. You always pay attention ro that 
wbich you most value. If you value another person, you listen to 
him intensely when he is speaking If you value the result of a 
iob, you pay dose attention to the details that determine 
whether or not that |ob is completed successfully. Eftectm nsan^ 
agera value the results of their departments and employees and 
pay close attention to everything that is going on around them. 
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Ensuring Success at Work 

Thcf very be^t times you will ever haw at any job oc company are 
wben you are ^tting along veooderfully well with your boss On 
the other hand, the ve/y woret times you will ever have at any 
job are when you are not getting along well with your boss And 
the major reason why employees bare problems with their 
bosses IS betause of a lack of daiity about what o:actly is to be 
done^ and to wfaat standanl and in wbat o/der of pnoncy 

Here is an ocellent eaereise tor you. Make a list of all of the 
answers to the question, ''Vhy am ( on the payroll^" Write down 
everything that you believe you have been hired to accomplish 
in your work Focus on results^ rather than activities. Imagine 
that your work consists of a series of dellrerables. Define your 
job in terms of the deliverables for which your company pa^a 
you a wage or salary 

Now^ this list to your buss and ask your boss to organise 
this list by priority^ based on what is most important to her. This 
may a few minutes Be patient. As you discuss tbis Ikt with 
your boss, ask questions so that you are perfectly clear about 
wfaat she wants or needs. 

Focus on Your Bosses Top Prion Hos 

From that day forward^ focus and concentrate on doing those 
jobs that your boss considers to be the most important before 
you do anything else. Whenever your boas asks you to do sonMs 
thing else, take out your list and aak ber what o/der of priority 
the new task has, relative to the tasks currently on )our|ob list 

(f you are working at your full capacity, you will have to stop 
doing something old to do sooMihing new. Many bosses do not 
realise that your plate is full already. When your boas aaks you to 
do something new, you should ask bim what be would like you 
to stop doing so that you can work on tbe new task that he bas 
just given you. This b a wonderful way to minimiae misunder^ 
starHlings and improve communications 
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(t IS only wben you are wurkiriR on tbose lasks ifaal are iiujsl 
impunanl to your boas chat you can possibly have any chance of 
saulying or pleasxns him^ or being paid rmxe, or being pro 
moled more often you male Che mislale of doing things on 
yuur list in an excellent fashion^ but you vpork on tasks that axe 
not important to your boas, you will actually sabotage your 
reer. The nwre time you spend doing an excellent |ob on unim« 
portant tasks, the further behind you will 

Three Types of Decisions 

There are three types o( decisions in any organization or ^mily. 
Vhen decisions invol>v other people, it is important that every* 
one is clear about what land o( a deosion is under consideration 

1* ComfHond Decisions Ibeae decbiona have to be made 
by tbe boas or the person in char^ These decisions are so im* 
portant that one person is solely responsible tor making up hia 
mind about what is to be done 

Hiring a key stafi member, firing a poor performer, making 
an important investment decision, finalizing a sale or trensac* 
tion, or e%en negotiating a new loan with the bank are all com* 
mand deosions They must be made by the person in diarge 

2* ConsuUaiive Decisions. Ttus la a decision where you, or 
the boas, ask for advice and input trom other people. You 
combine the opinions, ideas, and inputs of others, together with 
your own, and make a decision Even though it invites the advice 
and participation of othera, a consultative decision is not made 
based on that advice. 

You may be thinking of hiring a new person, assigning some* 
one to a particular spending a certain amount of money on 
a business acUviry, or embarlang on a new sales or marketing 
campaign If you are the boss, you can ask for advice from every* 
one before you finally dose the door and iBske your final deci* 
Sion 
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Whtn Gtntnl Dwigbt D. Eie&nhowtrr wie Art sup/tmt com* 
fn&fider of Allied iucces in Britain^ be took the advice and input 
of hundreda of cmiilaiy experla^ planneca^ and specialists in his 
preparation for ibe &Day invasion Tins pcoceas took several 
months But in the end, with a sinsle day of calm weather pre* 
dieted for tbe English ChanneL General Eisenhower alone made 
the fsteful decision that launched the invasion of June 6, 1944 
and brought Tt^orkl War (I to an end ten months later 

9* Consensus Decisions. The third type of decision is one 
that iS made on tbe basis of consensus This iS a democratic deci- 
sion where everyone gels involved^ discusses the pros and cons, 
and iben agrees on what is to be done. Sometimes^ everyone is 
in agreement^ and sometioxs the decision la made by a deexK^ 
tratit where tbe majority rules Once tbe decision has been 
made^ everyone commits to making tbe decision sutteasfuL 
however they may have voted during the discussion phase. 

Clarify lha Typa of Daciaion 

One of the problems in tommunications and working with oth- 
ers is confusion over whicb kind of a deosion is being made at 
that moment. SocDetimes tbe boss aaks for input and ideas The 
stafl members automatically condude that this la a consensus 
decision, while tbe boss may be viewing it as a conaultalhtr deo- 
sion Wben the boss makes a decision that is contrary to the ex- 
pressed wishes or opinions of tbe others, it can lead to hard 
feelings and miaunderslandings. Time will be wasted going back 
and opiaining to people that ibeir input was invited and wel- 
come, but not necessarily followed m the fuial dcxbion. 

When a boss makes it clear that tbts is a demooatic or con- 
sensus decision^ he is saying that tbe staff can decide what la to 
be done in this case^ and that whatem the group decides^ c^rry- 
one will all go along with. Wben everyone is ciear about tbe land 
of decision under consideration, emytbing proceeds more 
smoothly^ with less friction and time wastage 
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Focus on the Solution 

Often in ijiy stminm I will aa% ''1 know the job description of 
every sinRle person in this audience '' This immediately Mcts 
everyone's attention. People then smile and wait ro hear what I 
am about to say. 

''You tan take your business card and tross out whatever 
title iS below your name/' I say^ "and replace it with tbe words 
probiem soiver. Everyone here is a problecD solver. This is wfaat 
you do all day lon^" 

One of the charactensUcs of top people is that they are in« 
tensely soluUofxrleni^ They do not continually think and talk 
about the problem^ and who is to blame^ and how cmidi bas 
been lost, and why it happened Instead^ they locus on the solu* 
tion and what can be done to address the problem. 

Your |ob^ in whatever position^ iS to solve problems. Your 
income^ your rate of promotion^ the mpect and esteem of your 
peers, and all of your success in Lie will be determined by how 
effectively you sober the problems and difficulties tbat you ha>v 
to face every bour of ewry day in tbe achievement of your goals 
Leadership is the abdiry to solve problems. Success iS the 
ability to solve problems Personal eftectlveness is the ability to 
solve the inevitable and unavoidable problems of daily life The 
only question is^ "How good are you at solving problems^" 

Here is a wonderful disco>vry. The more you think and talk 
about possible solutions^ the smarter you ^t The more you 
think and sbout what can be done to sol>e the problem^ the 
more ideas you will have You will become CDore ge a uve. Your 
mind will furKUon faster. The more solutions that you cucoe up 
with, the more solutions there are that will occur to you. Bvenru^ 
ally you will become like the Psc^Man of the video game^ 
blmg up problems as fast as you encounter them 

One of the bigge&i time savers in life and work is your ability 
to sohe the right problem in the right w^. It is your ability to 
deal effectively and efficiently with problems^ to overcome them. 
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and lo k e ep mcmriK tbnvard lowird the xt^euit or pt^al chat you 
deme. 

On the other t^nd^ one of the bifsm time wasteca; in life and 
work iS the inability to solve problems The inability to solve a 
sinRle key problecD tan lead to underachievement^ frustration, 
failure^ and even tbe banbuptcy of an organisation Thinking 
and talking in terms of prubleo solving and solutions is one of 
the most important mind^sets that you can develop. 

Seven Steps to Effective Problem Solving 

There are stnen steps to effective problem solving If you follow 
them for the rest of your career you'll be able to cut through any 
difficulty or obstacle. 

Dofir>a the Problem Clearly 

Start by asking. '' Vhac exactly is the pnibleiD^"' Define the prob- 
lem clearly^ and whenever possible^ in writing Remember^ accu- 
rate diagnosis is half the cure. Sometunes^ writing a problem 
down on a flipchart or whiteboard and having everybody agree 
to the definition of the problem will lead rapidly to a solution. 

Very often, forcing yourself to define tbe problem clearly in 
writing on a piece of paper will trigger a logical solution. Fully 
50 percent of problems can be sohed in the definition phase. 

WbutBls^ Is the P rcbhmf 

Once you have a clear definition of the prublecD^ you should ask, 
''Wbat else is the problem?'' Never be satisfied with a problem 
that bas only one definition. Keep probing. See if you cannot 
develop multiple dednitions to a single problem. 

Sometimes a lar^ problem is acnially a ''cluster problem," 
where the larger problem is actually made up of several smaller 
problems. By defining the problecD clearly^ you break it down 
into its constituent parts so that you can solve eadi of the smaller 
parts at once. 
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Tht nile U diat^ in evtry cucDploc prebiecD, there U usually a 
sinRle p/ublecD that onisl be sohetJ before any other problems 
tan be solved This a4n^le^ problem that must be solved is 
o^en not clear or obvious. It requires a little diKpns on yotir 
part to find it. 

It is human nature to jump to contiustons We see a problem 
and 9pe leap to a solution. We leap quitkiy from the problem to 
the solution^ without considenns that ape might be jumping 
from the pan into the fire In defining the problem, or problems, 
it b important that you go slowly at the beginning to make sure 
that you are not a^orking on the wrong problem. Solving the 
wrong problem in the right ap^ apill often oeate a worse sirua* 
tion than the one you started with. 

Idenlity All the Poaaiblo CauMS 

Before seeking a aolution, ask, ''How did this problecD occur^' 
What are all the possible causes of the problem^ What are the 
reasons for the problem? It is not enough to simply come up 
with a solution, (t is important that you deal anth the unJerfying 
tauses that treated the problem m the first place. 

When I started my company some years ago, no matter bow 
busy we ape re in the market, we always seemed to have cash fkrw 
problems. Every couple of months, the bank account a/ould be 
empty and we would have to scramble around to find the funds 
to make payroll and cover otbu bilb. 

Wt finally realised that ape were btking a cash management 
systecD ( learned bter that tKi« ^ one of the most important tools 
for business (or personal) survival and sutcess. (t iS a long-term 
monthly projection of your cash needs, based on your very best 
eetimates of your income and expenses. 

Onte ape bad taken the time to project forward a year, based 
on the seasonal fiuttuacions in our retenues, we were able to 
predict with some SLCuiacyhow muth was coming in, how muth 
was going out, and what bmn of the year are would have cash 
shortfalls. Once that cash plan was in place, we organised lines 
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of credit and Anancial reserves to mskr sure chat the cash cnsis 
did not occur a^^ain. 

Very ofttn, identifying the cause of a problecD immediately 
suggests an obvious solution that enables you to sol>v the prot^ 
lem and stop it from occurTing again. 

Idanlity All the Poaaiblo Solutions 

Before lesping to a coochisionf ask, '' Vhat are all the possible 
solutions^' Vhat are all tbe different things ifast you can do tD 
solve the particular problem^ This is a very important step in the 
process. 

Rather thsn assuming that there is only one answer, write 
down as many diflerent solutions to tbe problecD that you can 
think of. The more solutions, the better Beware of a problem 
for which there is only one solution. 

In many cases, the obvious solution is not tbe best solution 
(n SOCK cases, the correct solution is to do the opposite of your 
initial inclination Sometioxs, it is to do something radically dif« 
fcrent Occasionally, tbe solution is to du r>uthing at all 

In developing different solutions to a problem^ you should 
clearly define your boundary conditions. These axe tbe con* 
straints within which you ha>e to work and the results that this 
solution must achieve Often, you can develop better solutions 
by defining tbe cmnicDum and reasamum conditions for the solu* 
tion before you begin 

Vhat does this solution have to accompJisb^ If the solution 
were perfect, wfaat result would it achieve? How would we know 
that this was a good solution? Start with tbe end in mind. Be dear 
about what you want to accomplish wiib the decision before you 
decide on the solution. 

Mako a Dociaion 

Once you have all the information, make a deasion Select the 
solution that looks and feels to be the very best of the solutions 
available But before you go on, ask, "VMiy is this the best solu* 
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Why iS thi« solution supenorto the other^'' The more tune 
you ro think about and study both tbe problem and the 
aoJution^ the better and OK>re actuiate your anawer will be. 

A few minutes spent in careful analysis in problems and solu* 
Lons can save you an enormous amount of time when it comes 
to implementation 

Establish a Fallback Solution 

Be sure to ask, ''What is our alternative aolution?'' In other 
wordSf once you have decided on the best solution, be open to 
the possibility that it will not work out at all. If that were the 
case^ wfaat would be your Plan What would be your fallback 
position? What would be your alternative solution if your first 
solution failed^ 

The process of thinking through an alternative solution is a 
powerful mental exercise It forces you to o:pand your view of 
the problem and all the possibilities Very often, by thinking 
through and developing a &Ubacb position^ you actually improve 
the original soluLon Sometimes, you change it altogether 

Remember, you are only as free as your well^leveloped of^ 
Lons. Tbe more altemativesyou have developed before you take 
action^ tbe more effective you will be when you finally mo>e ton 
ward Keep asking, "What will I do if this doesn't work^ What 
would be my alternative if I turned out to be wrongs How would 
I respond U this course of action failed altogether^" 

Dotarmir>% th% Worst Pottiblo Outcomo 
Before you implement the solution, ask, "Wbat is the worst pos^ 
sible outcome of this course of action^' What is tbe worst possi- 
ble thing that can happen if you go ahead with this solution^ Very 
often, the second altemaLve you developed turns out to be bet- 
ter than the first choice, because the worst possible conse- 
quences of the second solution are not as severe as the worst 
possible consetfuences of the first solution. 

(n every decision-making process, there is a certain element 


. isiiA tkAAu sa 



saving Time When Oeellegvrilh Others 


223 


of riek There b always uncertainty as to the outcome There are 
naks that you can afford to take and there are naks that you can« 
not afford to take. 

For o:ample. a lar^e-ecale advertising^ campaisn tan be quite 
expensive Many cocDpanin have made the mbtake of bettinf^ 
the bank and throwing all their money into advertiaing at the 
Super Bo^. Their thinking is that even if only a small percentage 
of total viewers tuning into the Super Bowl were to buy their 
product^ they make batk all the money spent in advertising 

However, they fail to torwder the worst possible outcoexx 
that no one would respond to the advertising at all. And this has 
happened several timn. As a result^ a number o/ companies base 
gone bankrupt There are some naks that you cannot afford to 
take. 

AasiQn SpBciAc Rasponsibility 

Onte the decision has been made^ either assign or accept re* 
sponsibility tor carrying out the decision. Set a schedule and a 
deadline Make it clear to everyone oaedy what la to be done^ 
by whom, and to what schedule. 

Many companies make the mistake of solving the problem, 
torning up with an excellent solution^ assigning responsibility^ 
and then leaving the table. Two weeks or four weeks later they 
reconvene and nothing has happened. Wby^ No decline was 
set. The indrvklual who was assigned responsibility has gotten 
sidetracked and busy with other protects. No action has been 
taken Sometimes, this inaction can be disastrous. Once you ha>e 
made a deGsion, assign responaibdiry, set a deadline, and then 
follow through This is the essential part of problem solving. 


Focus on Contribution 

One of the key time management techniques in working with 
others is called a ^ocm cn cofUribuhoH The focus on contribu^ 
tion in an organization la essential to good communications and 
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nLCfllenl leamwock Good human relations occur in comp a nies 
when they are task^fbcuaed and aimed at achieving speoBc goals 
oc solving speciAc problems 

If relationships in the world of work are not task^ocus^, 
they ha>o a tendency to beconx peopie^bcuseti Instead of being 
objetther and measurable^ they betome sub]ectm and pexMnai 
As a result, people talk to and about olfaecs most of the time This 
leads to enormous losses of time and reduttiuns in efficiency 

Practice Participative Management 

Partitipanve management is a great time saver in working with 
people It is one of the best tools that a manager tan develop 
Partitipanve management requires that you bring your team to-* 
gether at least once each we^ek for a general staff meeting At 
thb meetings members talk about what ibey are doings tbe 
progms they are makings and any problems they are having 
People ask t|uestions of eaLh other> and decisions are made and 
solutions are agreed to. 

The interesting discovery of paitiopatm management is that 
when someone makes a commitment ro do sometbing by a ccr- 
tain deadline in front of hia peers^ he will be irucfnally osotivated 
to complete ibal task. Not only that, wben you bring people tc^ 
gether on a regular basis, you can solve problems^ make deo« 
sions, and clear up misur>derstandings faster than almost any 
other way. Pamcipathe management is an incredible tool tbat 
you can uae as a manager or supervisor for your entire career. 

Avoid Reverse Delegation 

One of the n>ost important time savers in the world of wurk has 
to do with what is tailed retire ^ei^gutioH This ts where your 
stafi member, to whom you have delegated the task, delegates 
the task back to you. Work is now moving up the chain of com* 
mand, rather iban down the chain of tonunand Work is coming 
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up from the subordiute to the bose, rather then from the bose 
to the subordiute 

You must consciousty reebt rewrae delegation and be aware 
that employees are alwa)% trying to delegate the |ob bash to you. 
They use aseriea of techniques to which you tan becocoe a victim 
if you axe not careful 

One of the ways that an employee delegates a task back to 
you is by bnnging you a problem and asking you to sohe it. The 
employee asks^ ''Can you care of ibis task tor me^ or get me 
this information^" Since you are the boas and more competent 
and kfiowledReable than he is^ you to take care of it and 

get it bade to bim as quitkiy as possible. But then something else 
tomes up^ and it Rota onto your stack and gels buried among 
your other responsibilities 

Tha Monkey Is Now on Your Beck 

Here is the rule Tbe person who bas the responsibility tor the 
non step in the fob is the one who is responsible. Tl^hen your 
stafi members ask you to do somethings the outcome of whith 
determines how they do their they have delegated the task 
back to you. The rnunkey is now on your bade Soon, your staff 
members will be coming by to supervise you and to ask you how 
things are going You will now be working for the people who 
were working for you. You will be promising and assuring them 
that you will get ib^tr fob done and batk ro them as quitkiy as 
possible 

The way to resist reverse delegation is to refuse to tbe 
task batk, once you have assigned it. When your sta£ members 
ask you to do something, you instead ask, "What do you dunk 
we should do^' Whatever they sug^st, you on comment upon 
or a g r ei > to, but whatever it is, you pass It bade to them so they 
tan get on with tbeir |ob. 

Resist Your Natural Tendencies 

There's a natural tendency to want to go from managing back to 
operating. Since you got to where you are today by doing a good 
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|ub on your way up the cor porate ladder^ whenever you find 
yuurseU under pmsure^ yuur natural tendency iS to ^ ba^k to 
doing whal you did so successfully in die past. You must fight 
this tendency^ or you will soon find yourself at the bottoiD of the 
food chain, being delegated to by the different members of your 
stafi 

The definition of a good manager is a person who ''gets 
things done through others." Your job ts to make sure that other 
people do the job correctly^ rather than going bade and doing it 
yourself Push on to others everything that can poasihly be done 
by them. Once you have delegated and assigned a task, don't 
take it baLk. 


Teach and Train Others 

Take the time to tram and to teach your subordmates {and odi* 
ers) how to do tbeir jobs The more you train diem^ die more 
you build their confidence so that you can delegate even more 
tasks to diem. Teaching other people bow to do a job grvta you 
a rerum on energy. Once you have taught someone bow to 
do a part of your work, you can always delegate and free yuuraelf 
up (brother work that pays you a higher hourly rate. 


Focus on Clarity 

The maior problem and time waster in communication^ and in 
working with others^ la fusy understanding The antidote to 
fiisy understanding is clanry. Clancy la one of the greatest time 
management tools of all. It la only achieved through repetition, 
diacuasion, feedbatJi, and agreement Take die time to learn bow 
to be a good communicator. This will pay off m tremendous 
timesaving, and it will increase your e&ctiveness in every area 
of your life and work 


. 4S4M l&ilA M 



Saving Time WVian Dealing vrilh Others 


»7 


'‘B6*S9youctfitispk9 wHri6mobcfi.yMfr>uiib»swa/np9dwfft 
Hyourtsif. B«hf9 you caftf»ey9tMir»afS. your own must flow. 7b 
eofrvioes Mm. you must yeufsatrbsihvs. ~ 

— WIP«F>« 04Uf)0fLL 


Action Exercises 

1* PriLlke dtlt^galifig rwyihi/ig lo anyone who can do the 
|ub at a lower hourly rate than you desire to eanu 

2* Be cryalai<lear m of>laining to othera nactly what la to 
be done, and to what standard of pe/tjnnance, and by 
what date. 

Sit down wiib your staff members and of>lain to them 
oactty why ibey are on the payroll and what their hifliest^ 
value t a b les are. 

4* Keep everyone ''in the know.'' Be sure that your staff is 
aware of everything that is going on that affects tfaetr jobs 
in any way 

5* Whenever you assign a taab^ aab the person to fee d back 
to you what you ha>e said, this clears up a lot of miaun^ 
derstandings 

6* Practice participative management with your staff, bold 
weekly staff meetings and invite everyone to participate 
and ask queabona. 

T* Remember that your people are your most valuable asset, 
continually seek ways to communicate with them more 
clearfy. 
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Time Management 
Techniques for 
Salespeople 

6UCCMM ^ Of fio^ng 
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—HEM ATOMY 


I fi 1928^ tbe maBuine Sales {$HdMark^tif\gJt^tu^mefU Fur* 
veyed American buiinesses to deleriDifu; bow efficiently 
salespeople were usins their time. They discovered tbat the aver« 
age salesperson in America was only working 20 percent of the 
tune, appruaimately one and one^half hours per day. 

This firxling caused alarm bells to go o6 throughout the sales 
industry. The idea that salespeople were only sporking ninety 
minutes per day became tbe emphasis tor improved trainings 
better tune management skills^ better supervision, and better 
control of the activities of salespeople, (t led to a g reater focus 
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on thcf KLUufUabdity of salespeople (o the company tor die way 
they ^VTt s pe fid i fig their tuDe. 

In 1988^ ^les and Mark^ing hk^nogemsfU magaaifie re* 
ported on the results of this training over the past sixty years, 
which was aimed at upgrading the tifne efhtienty of sales per* 
sofinel They reported that^ in 1988^ the aitrage salesperson in 
Aoenca was stilJ sporking 20 percent of the tioe^ ninety minutes 
per day. Nothing had changed. 

A ColucDbia UnhtrrsiCy study came to the same conclusions. 
After interviewing thousands of salespeople^ the researchers 
found that the 6ist sales of die day was made^ on average, at 
approjamstely 11 00 The last sales call of the day was made, 
on average, at about $:}0 r.M Salespeople spent the rest of their 
time preparing^ shuffling papers, traveling, eating lunch, drink* 
ing coffw. and complaining about how tough the business was 

McGraw Hill did a foUow*up soidy in the 1990s and reached 
the conclusion that sales personnel spent il percent of their 
time selling This report turned out to be based on what was 
called re^fsportr. This is when the individual salesperson re* 
ports a particular number, according to his personal recoilec* 
tion, without the benefit of notes or records. Alas, we can safely 
conclude that the average salesperson only works ninery minutes 
a da^. 


Double Your Sales 

In my sales programs. I teadi what I call mymfoit/er theory It is 
based on a simple ecjuation. If you are in sales today, 100 percent 
of your sales and your income are generated by die number of 
minutes that you spend £ace*uyface with prospects and ctistom* 
oa. U you want to increase the number of sales or the amount 
of OKiney you make, you must increase the number of minutes 
that you spend in actual selling acUviry, facc*to*fecc with people 
who can, and wilL buy from you. 

My theory says that if you double the number of minutes that 
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you spend with cu stumer^ you will double your income, even i( 
you do nut improve in any odier am uf sales U you manage 
yuur time as the top salespeople do, so that you are spending 
more time with cunocDecs^ yuur sales will mtrease immediately 

If you are in sales and reading this thapter, you are going tu 
learn how to double yuur time effectiveness^ and double your 
sales^ in the neA few pages. Thousands of salespeople are al« 
ready using the ideas in this thapter to double, triple^ and even 
ijusdruple their income in as little as six months 

Many of my graduates have doubled and tripled ibeir sales in 
less than a month, as tbe direct mult of applying these methods 
and tediniques. 

The Job of the Salesperson 

Let us begin with tbe |ub description of the salesperson The fob 
desoiption of the salesperson is to crsc Ue and keep cusiomen 
The measure of effettiveneas of a salesperaon is how many new 
tustomera she creates^ or resales she ^nerates^ in any given time 
period Everything else that a salesperson does is secondary to 
treating and beeping tustomers. Therefore^ the only time assies 
person is working is when be is bcesu^tate, beatbtt^head, and 
kfietsto-knee with a prospect or customer. 

Saleapeople are tbe only working people in Amerita who 
wake up each morning unemployed. And they remain uncm* 
ployed until tbey get in front of a person wbo is capable of mak« 
ing a buying decision The Aral rule for sales success can be 
summarized in six words: ''Spend more time with better pros^ 
pects.^^ 

Salta succeas is in direct proportion to your abdicy to initiate 
new contacts. Because aelling is a numbers game, based on the 
law of averages^ the more new contacts you initiate, the more 
succeasful you are going to be^ holding constant for all olber 
factorv The more people you see, the more likely it is that you 
will make more sales. 
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The Three*Step Sales Formula 

Thertr is a simple furrmiU for outstanding sain performance (t 
consists of three aLtivi lies Prospect^ present^ and followup Sue* 
cnsful salespeople are those who prospect^ present and follow 
up more often than unsuccessful salespeople 

A person of a>%Tsge talents and abilities who prospects^ pres^ 
enU^ and follows up all day long will run arcles around a genius 
who does not. If a salesperson is not making the sales he would 
like (o make^ or is not eanung the income he s/ould like to cam, 
it can always be traced back to a failure in one of the three key 
result areas prospectings presenang, or foUosnng up 

Apply the 80/20 rule to all of your selling activities (n sellings 
this means that you spend 80 percent of your tune prospecting 
until you so much business that you don't have time to 
prospect anymore. You spend the other 20 percent of your tune 
on everything else, including planning, organizing, doing paper^ 
workf studying your sales material, socializing, and engaging in 
any other activity that is not prospecting 

Prospecting is defined as the work of taking speoiic actions 
to seek out and contact people who need, who can use, and sdio 
can afford to purchase your product or service. The only dung 
that you have to sell as a salesperson is your time, and your bme 
is only worth anything sdien you are ^e-to-face snib someone 
who can buy what you are selling 


Begin with Clear Income and Sales Goals 

Achieving peak performance and excellent time management In 
sales begins with your setting clear income and sales for 
yourself The act of sitting down and deciding, in sniting, how 
much you want to earn, and how you are going to go about 
earning it, makes it for mure likely that you will achieve those 
goals than if you didn't set them at all The goaksetting axrcise 
I am about to share with you has led to the doubling and tnpling 
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o( tht incomes of mAfiy salespeople. U iS powerful because il b 
Simple and easy You tan learn it and apply it immediately 

Foe o:afnple. one saleswoman was just startinf^ m real estate 
when she came to my seminar She had om sold her &ru house 
or taken her drat listing. Nonedieleass as a result of this oxrciae^ 
she set a goal for herself to earn 150^000 in income in her firat 
year. At tbe time, she had no idea how tew people selling rest* 
dendal real estate earned 190,000 per year But the goal setting 
worked tor her. She passed tbe {90^000 mark in her tenth nsonth 
of selling. 

Start with Your Boat Year 

You begin by taking your very beat year's income to date and 
grossing it up by 50 perceno In other words^ if your very beat 
income year to date was $40^000^ you set your income goal for 
the nort twelve months at 960,000^ or 50 percent more If your 
very beat income year to date was S 100,000^ you set your income 
goal at 1150,000 For the sake of this example, 1 will use 160,000 
as tbe income target for tbe year 

Once you have determined how much you want to earn over 
the fuoa tv^elve months <|60,UOO), the next step b to determine 
how much of your product or service you are going to have to 
sell in order to earn that amount 

For example, if you are receiving a commission of 6 percent 
on your sales, you will have to sell $ 1 million of your product or 
service over tbe next twelve months in order to earn 160,000 
That number of million now becomes your annual sales goal 
Next, you determine your monthly income goal. In our 
ample, |6O,0UO divided by twelve months equals ^5,000 per 
month. You then determine how much you will have to seU each 
month to adiieve that income goal. One million dollars m sales 
divided by twelve months equals Thb becomes your 

monthly sales target. 

Once you have determined bow much you want to earn, and 
how mucb you will have to sell each month to achieve it, you 
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thtn delenDifu; yuur weeldy incocxx and salts Roals. Lei us 
sumc ihal you will take two ap^bs ofl on vacation You then 
divide (he remaining number of weeks (6fry) inlo yotir income 
Rual tor ihe year. In this eumple, 6fty into }60,000 e<|uals 
$ 1,200 per week 

You (hen calculate the anx>uxil (hat you will ha>e (o sell each 
week by dividing yuur annual sales gt^al by hfry. In this case, $1 
million in sain divided by hity weeks means (hat you would ha>e 
lo sell $ 20,000 of yuur product or services each week in order tD 
earn $ 60,000 by tbe end of (he rwelve^monlh period. 

Yau now divide (he number of dsya per week that you work 
into your weekly income goal If you work hve days per week, 
you can use (hat figure In our example, $1,200 per week, di« 
vided by five, wuuld equal $240 per day 

1b calculate yuur daily sales goal, you divide (he amount tbat 
you intend to sell per week by (he number of days (hat you work 
In this case, using $ 20,000 per week as (he sain goal and divide 
ing It by five, you would arrive at $4,000 worth of your product 
or service that you will have to sell each day. 

Finally, divide your daily rate, in (his case $240, by (he num« 
ber of buuis you intend to work each day For eiample, if you 
work eight hours per day and you divide ifaat into uur oample 
of $240, you wuuld cocpe up with an buuify rate of $90. 

Focus on Your Hourly Rala 

Once you have determined your desired hourly rate, you are 
ready to start work Prom (he tune you start working in (he mom* 
ing until (he time you hnish in (he evening, you refuse tu do 
anything that does not pay you $90 per hour. And tbe only type 
of work (hat pays you $90 per hour, or more, is prospecting, 
presenting, and following up 

This IS an important point tbat many sainpeople don't seem 
to understand. You cannot drop off your laundry, pick up your 
groceries, get your car washed, or diat with your coworkers dur* 
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ifig tht weekday and opect lo cam $60^000 per year. Those 
time<onaujnifig» tinx^wasdiigactivuics donot pay {$0 per hour. 

This is a unher^ law You only gel oul whal you put iil 
B ecause ol ibis L^w o( Sowing and Reapins^ if you do $$^per« 
hour work, eight hours per day^ 250 days peryear^ there is noth* 
ing that will stop you from earning IdO^OOO over tbe next twelve 
months. 

If you do $6(^per4KMir work, you will earn 5120^000 over 
the next rwehe iDunths. You determine your own income by the 
way you use every hour of each day. And tbe very bnt use of 
tune IS to invest u in p/ospetUng^ presenting, and following up. 


Determine What You Wt([ Have to Do 

Once you have broken your income and sales goals down into 
monthly, weeldy, daily, and hourly amounts, you then de£ne 
these goals in terms of the 49C^Mtt€s necessary to achieve them 
The oitical element in this calculation is the factor of cofUrui. 

Ybu cannot control your incocx>e or your sales on a daym> 
day basis They depend on too many other factors. But you can 
control your activities. Ybu can determine and control wbat you 
do from morning to night, and as a result, you can indiredfy 
control your income Lfyou engage in the activities necessary to 
make the sain you want to make, you will inevitably achieve 
your sain goals. 

(t IS important to emphasize that success in sales is a num* 
bers gan>e. It is a matter of probabilities The more clearty you 
plan out your sales strstegin and tactics on psper, die more 
likely It becomes that you will do the things neensary to achieve 
the amount of money that you want The sain will take care of 
themselves. 

Plan Out Your Salat Work in Oatail 

Start by determining the average size of a sale and the average 
commission that you earn per sale. Drvide these amounts into 
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yuur desirtnl sales a/id income goals For oampie^ i£ you e ar n 
$500 per sale and your annual mcocpe goal iS $60^000^ you will 
have lo make 120 sales per )e a r» or an aserage of len sales per 
month 

^u then determine how many sales presentations you will 
have to make^ based on your current experience and akili lesel, 
to achieve that number of sales. Ptocd there> you work backward 
to determine how nssny calls you will bave to make to And tfaat 
number of qualilud prospects. You then determine bow CDany 
prospecting calls you will have to make eacb day in order tD get 
a certain number of presentations and fdllow^ups^ which will 
lead to the number of sales you dnire and the achievement of 
yuur income goal 

U you determine that jou have tD make twenty phone calls 
in order to get five appointments, and you need dve appoint^ 
meats in order to get one sale^ you now baser a spea£c target tD 
aim ao You have a speciAc activiry goal that you can work on 
each day. Every mornings you begin work and hxus on making a 
speciAc number of alls. You discipline yourself to do the tfain^ 
you need to do^ to adueve the goals that you ha>v set for your* 
self 

Get Better at What You Do 

Once you have determined your sales and worked out an 
activity schedule for each dsy, you immediately go to work on 
yourself to upgrade your skills m your key result areas 

One of the best uses of your time ts to get better at the most 
important things you do. Your goal is to upgrade your so 
that you achieve more and berter results in a shorter period of 
bme 

For oample^ if the number of appointments you make ts 
determined by how eftecthe you are on tbe telephone^ you 
should decide, right now^ to become an expeti at telephone 
prospecting U yuur success is determined by bow effectively you 


lAMi 0411 M 



256 


POMl O f 


pr t scfit yuur prwfucl^ then pncGce and become an expert al 
preaenlalion skills. If your success is determined by how well 
you handle objections, or close the sale, then you should make 
yourself an opert in each of these areas 

Improve Your Ratios 

Vhen you begin, you may make only one sale for e^ery tspenty 
people you speak wiib As you improve your sales skills, your 
ratio will get better and berter. 2 ioon, you will be makiriK one 
sale for every fifteen people that you speak with, and then one 
sale for e%ery ten people, and so on. 

Some professional salespeople, by continually pfacnong and 
upgrading their skills, have reduced their calktoaale ratio to as 
low as fiw to one, and ewn three to one. J ust think what a differ^ 
ente u would make in your income if you could sell to mery 
third person you talked to! 

Analyze Your Current Skill Level 

There are seven key result areas in selling On a scale from one 
to ten, you must be al a seven or better in each of theae areas if 
you want to realixe your foil potential as a sales professional 

1* Prospecting getting sppotntmenia with people wbo can 
and will buy in a reasonable period of time 

2* BstabUshing trust and rapport: asking questions, listen^ 
ing, and establishing a bond of trust and friendliness that 
ts essential to making any sale 

5* Identifying needs asking questions to determine esacdy 
what it is that the customer wants and needs from you, 
and how you can so^ him best 

4 * Presenting solutions showing the prospect that your 
product or service is the ideal choice for him, all things 
considered, this time 
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5* Aiuwering ubiectiofu: resolving any qiinLona or con* 
cems that the customer may have about yotir product oc 
service 

6* Closing tbe sale aaking the prospect to take action on 
youroflet 

T* Oerting resales and referrals creating "customera for 
life'' who will buy from )ou again and recomoxnd you to 
ifaetr blends and colleagues 

Give yourself a grade on a sole from one to ten^ with one 
being the lowest score and ten being the highest, in each of t h ese 
seven key result areas. 

Start With Wow Wukaat Kay SkJIt 

Here is a discovery: Your weakest kty result area sets the height 
of your sales and your earnings. You may be excellent at six out 
of the seven of these key mult areas, but your weakness in the 
seventh area will determine how much you sell and earn overalL 

The good news is tbal all sales are leamable You can 
learn any you need to achieve any 9 Jal you ha>e set for 
yourself The OM>st rapid impruvement in your sales results will 
tome from your identifying your weakest and working oc* 
clusively in that area until you have mastered iL 

Aak yourself this question ''Vhat one skilly if 1 deivloped 
and oacuted it in an occellent fashion^ would bsve the greatest 
impact on my sales and my income?'' 

Whatever your answer is to that question^ write down the 
development of ibat skill as a RoaL make a plan, organ ixe your 
plan by priority^ and work on getting better in that area every 
single day. Elead every morning on the subfect listen to audio 
programs in your car. Attend seminars and workshops to learn 
how to master that key alalJ This decision can have a greater 
{and faster) aS^t on your incoose than anything else you could 
do. 
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Plan Your Work in Advance 

Once you have cleariy delemufied your sales, incocDe^ and dcuv« 
ity goals^ you can tben plan your year^ your months your week, 
and^ especially, c^ry day in advance. Plan your upcoming week 
on the weekend before. Plan your upcoming day (he evening 
before. Always work from a written plan of action. 

Many top salespeople will one or two hours, on either a 
Ssturday or a Sunday^ to plan the coming week Socx>e of them 
will plan the upcoming week on the previous Friday. The very 
act of planning givta you a trecDendous sense of control over 
your work (t ghes you a feeling of personal power. Prior plan« 
ning increases your selfconEdence and raises your selTusteem 
And every minute in planning sa>es you ten minutes in oxcu« 
non, so you'll get much more done than someone who does not 
plan at all 

Tha Acid Tact of ProapactinQ 

A good cneasure of how well you are doing in prospecting is to 
detemune how far in advance you are booked for sales appoint^ 
meats and presentations A good salesperson usually bas his af^ 
pointments for tbe following week all planned out by Friday of 
the previous week. If you ask where he is going to be the neai 
week, he can tell you within one hour where be will be eadi day, 
from Monday to Friday. 

Foot salespeople have no idea where they will be in the com* 
ing week They ba>e few appointments and no plans Every day 
b a new adventure tor them They don't know bow u is going to 
turn out As a result^ foey srork Ins than ninety minutes a day 
and spend most of ifaetr Hoe around the office, or having lunch 
or coftee with ifaetr coworkers. 

F/um now on^ resolve to plan eiery day the day before, pref* 
ersbly at the end of the day, or in the evening. Make out a list of 
everything that you have to do the following day, and organise 
the list by time and priority before you turn out the lights 
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Sec a Roal lo slruLCiire your day with appointments thirty tD 
nxly minutes apart Tlie L^w of Forced Efhtiency says that i£ you 
put tight tiox constraints on yourself for each appointment, you 
will cover everything of iDportante in the sales call within the 
time allotted 

Plan Your Calls Geographically 

One of the iDost importaiu time managecnent techniques for 
sal e speople is to group calls in a speciEc geographic are^ This 
allows you to reduce travel time and to moease the number of 
tails that you can make during the day. Keep rtminding yourself 
that you have nothing ro sell but your tioe^ ^cem>4ace with 
prospects and custocDecs^ and how you use your time deter^ 
minea yuur income. 

Don't make tbe mistake of making your 6ru appointment in 
the north end of town and your setond appointment at the 
south end^ and then spending half your day driving in betwwn 
Many poor salespeople organize tbeir time this way. They are 
somehow able to convince themselves that they are actually 
working when they are traveling great distances betspeen df^ 
pointments 


Close the Sale 

One of the best time management techniques is to close tbe sale 
after tbe presentstion so that you do not have to return to the 
prospect over and over. Oive the prospect an opportunity to buy 
at the end of eiecy sales conversation Ask for the order, one way 
or another. Fully 50 percent of all sales calls end without the 
salesperson asking tor the order once. 

One of the very worst uses of tune is for you to go through 
the laborious process of prospectings getting appointments, 
making presentations, and answering obiections, and tben not 
closing the sale. For you to lose the sale because you cannot, or 
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will nol, a&k a Llosifig question wipes oul all of (he time you ha>v 
invested up to now. 

Study and become profiLient with a variety of closing teth« 
niques or decisior^maJang questions A closing tedinique can be 
defined aa a question that ^rts the prospect to comcmt to an 
action of some land, or to comment one way or another on your 
product For emople^ jou can aak simple questions designed to 
elicit feedback from the prospect and ifaat trlJ you bow well 
you're doing 

Aak questions such as the following 

Does this make sense to you so 

Do you have any questions^ or concerns, that 1 haven't cov* 
ered> 

Do you what ( am showing you so far^ 

Is this the sort of thing you axe looking fbr^ 

Invito tho Proopoct to Buy 

If It appears that the prospect likts whst you have shown him 
and IS interested in what you are sellings you on use the inviia^ 
tional close and aak, *'XiMl, Uyou like it, why don't you give it a 

You can use the directive close^ saying, "Well, then, if you 
have no further questions, the neat step is. . " You go on and 

explain the plan of action, and wrap up the sale. 

It is amasing how much you can save in your sales ca« 
reer if you |ust muster up the courage to invite people to make a 
decision on your ofierin^ In fbllowmp interviews with pros- 
pects, many of them have said that they would have bought if the 
salesperson had just aaked them or invited them to buy 

(t ts sad that so many sain are lost every single day because 
the salesperson did not ask for tbc order. Developing a habit of 
asking for the order in a polite, courteous, and carefully pre- 
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plannexJ way la a Ireaxndous techniqiie for improving your 
Licfncy and pnxiuctivity. 


Eliminating the Time Wasters in Selling 

Thert are servecal time waate/a in aeUins Baaed on inte/vierapa 
wuh tbouaanda of aaltapeople and sales manaReca^ here artr the 
ten maior reasons wby people waste their time and bU to realise 
their full potential for sales and income 

Procraatinalion 

Prooasti nation is the thief of time, it is usually accompanied by 
delaying tactio^ such as Ending all kinds of excuses for not get« 
ting out and ^rtting going Usually^ procrastination is caused by 
a deep fear of refection^ or a fear of fUure. This is often tailed 
caii refucTtf nee. 

This kind of tear of refection and disapproval^ which leads tD 
protxasti nation and dela% can only be overcome by confronting 
it everyday until it goes away The most remarkable thing about 
your feara la that if you face them squarely they diminish But if 
you bade away from ibem, or avoid the situation that you fosr, 
your fosrs grow until they paralyze all productive action. 

Vben 1 started selling, ( was tem£ed of told<alling and pros^ 
petting. But then I learned something ibal changed my career. I 
learned that ''/e]ection la not personal " If people say that they 
are rtot interested in wfaat you are selling, it is not aimed at you 
personally, (t is merely an automatic response to a tonunercial 
offer in a competitive sooety. The person does rtot know you 
well enough to reject you personally. Once 1 learned tbat, I 
began tailing on people^ bolb door-to-door and office-KMjfhce 
and by telephone. All my fears of rejection dis a ppeare d Evenru* 
ally^ ( reathed a point wbere the negative re at cion to my sales 
activities had no affect on me at all. Tbts must be your goal as 
well. 
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lncompl#tion of th% Sak 

Incomplete sales that require callbecka are a maiur time waster. 
These usually occur when the salesperson dues not ha>e every* 
thing he neetk to make the sale Sometimes because of poor 
preparation^ salespeople do not have tbe proper pnce lists, the 
proper brochures, the co r rec t inventory figures, or the rtecessary 
information to cooclude the sale Some&oes the salesperson 
ladts the ability to anssper objections or to ask for the order 
Making a sales call on a qualified prospect and then not being 
ready to condude tbe sale la a tremendous waste of time. Often, 
when you call bsLk on tbe prospect again, she has lost all in* 
teresL 

Poor Proparatior^ 

Poor preparation is usually evident when tberc are obvious inac* 
curacies and deficiencies in the preaentaliofL Proper prepara* 
tion, prior to a sales call, requires that you learn as much about 
the prospect as possible before you meet with him. There is 
nothing quite so insulting to a prospect as when s salesperson 
tries to sell him something without knowing anything about him 

Ignoranco 

A salesperson usually deoM>nstrates his ignorance with a lack of 
product knowledge. The salesperson has obviously not laken the 
bme to study the sales literature to thoroughly understand the 
product or service that he is trying to sell. When tbe custonxr 
has questions about the product or service, the salesperson 
stumbles, blufh, or tries to make up an anssper This not only 
undermines tbe oedibiUty of the salesperson and the company, 
but It shakes the confidence of the salesperson as spell 

tOiow Whai >bu Are Setting 

Some )eajs ago, my wife and 1 went out looking fur an mpenshe 
home in San Diego. "We contacted aeveral realtors to view homes 
for sale. 


. 0411 isiio sa 



Managem^ht TachnUuaa fer SaleapMpla 


249 


Having been a real estate ageni and bruixr at one time^ 1 
know a lot about bxiying and selling real eatate Aa we wuuld 
difw up to a buuae that was fur sale for several hundred thou« 
sand doUara, 1 would ask the agent a senes of questions about 
the house I was always amaxed to find out that very few of tfae 
realtors had even taken the tune to read the Multiple Listing Ser« 
vice sheets to get the details on the house Many of then) had 
never been to the open houses on the homes they were showing 
for sale They were artecDpting to sell a product where they 
would be earning several thousand dollars m coimBisaiona^ and 
they often had no idea of the Sixe of the house or any of its 
amenities They had not earned the right to offer tfae product fbc 
sale because they had not taken the tune to fully understand the 
product in the first place 

Unconftrmod Appointnvonts 

Unconfirmed appointments lead to the situation where the aales^ 
person arrives for an appointment that was made by phone^ and 
he finds that the prospect is pjne Itx salesperson has now 
wasted the tune he spent in prospectings the time of preparation, 
and the time of travel Why dues this happen so often? Ihe main 
reason is because of the fear of reiectioiL Tlie salesperson is re« 
luctant to phone and confirm the appointment for fear that the 
prospect anlJ cancel u. 

Here is a very simple method that has been eflective for me 
and many other salespeople over the years. You call the office of 
the prospect befbrer you lea>v. You ask the receptionist if the 
prospect IS in If the receptionist says ''Yea, ^ then you say, 
"Thank you very much Please tell him that this is Bnan Trvy 
callings and that I will be there for my appointment on sched^ 
ule." You then hang up the phone. 

In this way you remind the prospect that you are coming, 
and you put the prospect under a sense of obligation to see you 
when you am>e. You stop wasting your time by going out to 
unconfirmed appointments. 
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Poor Planning of Calls Gaographically 

One of (he biggest tune w&s(ecs m selling is traveling all over 
yuur sales tecritorY and spending most of your tune in traffic^ 
rather than facem^tee wuh people wbo can {and will) buy 
wuhin a reasonable penud of time. 

One Simple way to cluster yotir calls geographically la (o di« 
vide yuur territory into four parts. Dtacipline yourself to work in 
one quadrant of your territory each day or half day If you call to 
make an appointment tell the prospect that you will be visiting 
Luatomers in hia area at a specific time of the Would he be 

available to see you at that time? 

It ts interesting to note that the more structured and ached^ 
uled your time usage is as a salesperson^ the more you are re* 
spected by yuur prospects and customers. The more that they 
(eel that you have a tight schedule, the more they will adfust their 
schedule to accommodate meeting with you. 

Noodlesa Parfoctioniam 

This occurs when you insist that erveryihing be perfectly in order 
before you go out and selL It la another form of indeciaherneas, 
and it is closely tied up with reluctance (t is caused by (ear 
of rejection and a fear of failure 

Wbenerver you hnd yourself srudying and o>erstudying your 
materialSf insisting that everything be o:acdy right before you 
pick up the phone or be(bre you make a calL you must have the 
honesty to realise that you are dealing with fear. 

As Emerson wrote^ "Do the thing you fear^ and the death of 
fear IS certain.'" If you confront your fear^ your fear anil go away 
The only real anecdote to fear and worry is purposeful action. If 
you get going and start nM>ving forward, you anil forget to be 
afraid 

Distraction or Mind Wandering 

These are subtle time a^asters^ but they are far too common. They 
result in not paying artention in a sales presentation. Tbu do not 
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hear ibe prospect fully, or you do not read betapwi ibe Imea tD 
underaland what the prospect is really saying Many salespeople 
are guJty of mind wandering They simply do not pay sufficient 
attention because tbey are preoctupied with their own thoughts 
Unlbrtunately, the prospett pitka up on this very quickly and 
soon loses all intemt in doing business witb you 

The way that you overconx the tendency to mind wander is 
to discipline yourself to lace the prospect directly^ lean forward, 
and watch him intently while he speaks. Inxgine thst your eyes 
are sunlamps and you want to give his foce a taru This approach 
will keep you focused more intensely on the prospect, and snap 
you out of the tendency toward distraction. 

Fatigua and Ovorv/ork 

Thne are real killers in every area of work^ and especially in 
selling It IS estimated that iDOre than 50 percent of salespeople 
today are working in a state of fog They are going to bed too 
lace and nut getting enough sleep. As a result, they go through 
the day tired^ lacking the ability to iully concentrate on tbeir 
work 

My rule is this If you are going to sell five day% of the week, 
you must go to bed early five days per week. Selling is a draining 
and decDinding profession. It requires a tremendous amount of 
physical and eowtional energy ibr someone to be effective at 
sales. Ybu cannot afford to stay up late at night watching televi^ 
Sion, orsocialaing if you 're going to be sharp and alert ibe neat 



Tbu can break the tendency to sleep too Utde and work too 
hard by disciplining yourself to go to bed by ten o'clock each 
night. off the television^ and resohe to get lots of rest. This 

practice will translate into more and better sales^ higher income, 
and generate the money you need to take all the vacations you 
want 
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Lack of Ambition or Dasiro 

There are many people wbo are juFt goinf^ ifaruu^ ihe motions 
at wocIl Ttiis is uFualiy the result of having too tew goals or no 
goals at all. ^omerioxs, people lack arobilion or desiie because 
they are selling the wrong product Titey are trying to sell socxse* 
thing that they don't or believe in Sometimes^ btb of ambx* 
tu>n or desiie ro succeed in sales iS caused by not believing in 
your boss^ or not believing in the company, or not getting along 
well with your cowurkers. 

Whatever the reason^ if you are not positive and enthusiastic 
about your product or service, this could be an indication that 
you should be doing something else. If you don't the people 

you are selling to, you are probably in the wrong business. 

Tbu cannot (for very long) force yourself to sell sooMthing 
that is wrong for )ou. It will simply make you tired and de* 
pressed and you will never be successful at it 


Use Your Time Well 

Here are socoe valuable ideas you can use to help increase your 
sales effectiveness by using your time to its best advantage. 

Gat to Bad Early 

Earfy to bed, earfy to rise is the key to sales success. Get up and 
get going by 6.00 Get lots of sleep Sometimes, the >ery best 
use of your is to go to bed early and get a solid nine, ten, or 
even (welie hours of sleep so that you can bnght^ryed and cheer^ 
ful the not OM>ming. It is difficult to be full of energy, ontes 
ment, and enthusiasm about your product or sovlce when 
you're bred from not getting enough sleep 

Start Your Day Right 

Elead thirty to sbery minutes of material related to sales, or moti* 
vation, to start your day. This is one of the most important habits 
you will ever develop. Many salespeople have told me that this 
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ledinique uf gettiog up each moming and reading for ihirty to 
nxty minutes has changed the whole direction of their careers. 

U you spent thirty to sorty minutes reading a book on sales 
each fDoming^ over the course of a week you will probably read 
one whole book If you read one book per week for the next 
year^ and you don't even read on the weekends or holidays, you 
will read iifry books on sales oer the nort tsp^lve months. If you 
beep this up over the nort ten years^ you will have read 900 
books. The average salesperson rwver reads a book on sales in 
her life. Knowing that^ do you think that if you r ea d 900 books 
over the nox ten years it would affect your income? 

The foct IS that you could probably beconx one of the best- 
informed, besKkilled^ and highest-paid salespeople in Amenta 
simply by reading thirty to sbcry minutes on sales eaA monung 
Each day, jou tan go out and apply something that you learned 
that morning Ybu never stop learning and growing 

Start Work Early 

Schedule your hrat appointment early. Oet up, ffft out, and get 
going Try to set your first appointment ford 00 kh or even 7*30 
K$i Often, prospects who do not have time to see you in the 
daytime can meet with you at odd hours. SocDetimcs they work 
eariy or late or both If you ofler to meet them for breakfast, or 
to meet them in their office at 7:30 kh , they can often fit you in 

Focus on Progpactir>9 

A tremendous way to increase your time and eflcctheness is tD 
spend do percent of your time proapecling, until you become so 
busy closing sales and servicing customers that you do not have 
dme to prospect anymore. 

Remember, sales success is in direct proportion to your abd- 
ity to iniciste new contacts Sales success comes from being eager 
to call on customers 

Vhen I was a sales representative leasing new office space, I 
would take the elevator to the top floor of an office building and 
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th&n LiU on ervecy office in the building as 1 worked my way 
down Over tbe course ol a months 1 could make several hurxlred 
Lilb. 

(t you find yourself with (ime oo your hands^ su down and 
make twenty or thirty phone calls You will be amaaed at tbe 
results you get, and how much better you will (eel as a result 

Work All the Time You Work 

spend your entire day working. Make every rrunute count Work 
all the you work Remember, the average salesperson la only 
working 20 percent of the time If you work 80 percent of the 
time, it could catapult you into the upper ranks of sales success. 
Lf^ instead of working ninety minutes you worked sbe bouia, you 
would quadruple your income. 

Don't waste time. Don'tsit around drinking tofiw or reading 
the newspaper (f you oust coflee breaks^ do it with pros- 
petts, or while you are on the oove. 

The average salesperson who rwu rwenry^oinute coff ee 
breaks per day spends forty minutes a da^ unproduttively. Forty 
minutes per day^ multiplied by fi%e days per week^ equals 200 
minutes per week Two hundred minutes per week, multiplied 
by fifry weeks per year, is equal to 10,000 minutes, or tbe equiva- 
lent to 166 hours of pruducthe time that the average person 
spends sifting around drinking coffee and smsting 

One hundred and surty^bc hours is equal to four tbrty^hour 
weeks, which la the equivalent of one month's income. U you 
want to ghe yourself a raise, tbe fastest way to do it ts to work 
through your coffee breaks 

Us9 YourlMficb Breaks Wisefy 

Don't waste lunditime, either. Use your lunch hour to prepare 
for tbe afternoon appoininxnis, or to ea ercise, or to do suexse- 
thing that improves your producUviry and perfonnance. 

Uyou use your lurKhtime wisely, and you one hour per 
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ddy fuc lunch^ diia will ffvr you an additional five hours per 
week, or 290 hours per year. T9aj hundred and fi^ hours per 
year is more than sax ferty^hour weeks, or more than one and 
oneshalf months of additional income Just by using your coffee 
breaks and lunch breaks for productive actlvicies, you will in« 
crease your sales and your income by 20 percent almost unmedi* 
ately 

Liatan and Laarn 

Listen to educational audio programs in your car Turn your dnv« 
ing time into learning tiox. Turn your car into a university on 
wheels 

Prom the time you get into the car until the tiox you ^t out, 
your audio player should be working Etemember, the average 
salesperaon spends 500 to 1,000 hours per year behind tbe 
wheel of his car, and sometioxs mudi more. If you use that time 
to educate yourself, you can becooxoneof the most knowledges 
able and highest^paid salespeople in America, |ust by listening to 
audio programs. 

Uso a Tima Plannar 

Use a time planner of some land, and write down e%ery appoint* 
ment and activity. Let your time planner be your control center 
for your sale activities Ux it as a tickler file to remind you when 
to ffrx bach to your prospects Purchase a time planner that lets 
you store contacts and plan a month in advance, as well as a year 
in advance 

Once you have a planner, ux it religioualy. Wnte down 
everything Plan every single acdviry in advance Keep accurate 
notes of every telephone comersatlon and presentation The 
power is always on tbe side of the person wiib tbe best notes 

Start and end each day by reviewing tbe information that you 
record in your time planner. Use it to run your sales business 
from one place Make your time planner into your mobile o£fice. 
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The Only Thing You Have to Sell 

Remember, all chat Che salesperson baa to sell is hb time. And 
Che only you are working is when you are faLc^to^faLe with a 

prospect Learn and pcacCice ibese Ome mafiagemefU technxi|ues 
over and oven until they become second nature. Good Cime 
management skills are the pertecc >eb»cle to ^t you from where 
you axe to where you want to be More than anything else, they 
will ensure your success in sales 

k dfim vafuetf /rdMan't cAMpeua. mafea m 
OelM/ and ua M mdre Atfpy: w)d 

u$MjI " 

— Kmuu wm 


Action Exercises 

1* Ibke diarge of your sales career today, rtaolve to double 
tbe amount of tiax you spend face^tc^face with prospects 
and customers 

2* Set dear sales and income goals for yourself^ broken 
down by year, montb^ week, day^ and hour 

Only do work that pays you Che amount you want and 
need to earn every boui^ delegate^ defer^ and eliminate 
everything else. 

4* Plan the activities of prospecting, pr e senting, and follow* 
ing up that you will need to engage in to adiieve your 
sales and inconx goals; discipline yourself ro work on 
tbecD all day^ every day. 

5* Prepare thoroughly for every sales call, do your hocDcs 
work on the prospect and ha>v everything you need to 
make s sucensful sale 
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6* Reduce tnveling time by organizing your sales temtory 
in advance^ don'l waste time driving all over the city to 
see people. 


T* Work all the tune you work; don't waste nm^ ^ coffee 
breaks and lunches. Spend tbe time working instead. 
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The Philosophy of 
Time Management 

"H's good and Via iWtgs VtaJmcf^yctfitor, but 

IfsSOM too, lemak«sur9 Vial yea havmlhstth^ Wir^ffar 
fnenay cani buy." 

— OfiOAOE HOfUCE LOBIPCR 


np 

I o be fully rounded as a ptmon, you need a phJuaophy of 
(line management You require a worldview that recog- 
fiixe^ time as tbe one invaluable^ indispensable, irreplaceable in- 
gredient o( a succesahii, happy^ highty pcoducUve bie. You need 
an attitude toward time as something more than the clock or the 
lalendar 

How do you go about developing a philosophy of time man- 
agement^ First of alL you take the long view. Look as far into the 
future as you can. All truly successful people are those who ha>e 
long time horizons 

Sociologist Or. Edward Banheld from Harvard Unrverarty 
wrote a groundbreaking book in 196$ called The Vnbe^^vefify 
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Oty. In u, he e3if>Uins tbc mulls oi hb many years oi rweaixh 
into (he msons for upward social and economic o>obdxry in our 
society and other societies 


The Best Predictor of Success 

Banheld's xeseardi was devoted to tir>covering the reasons for 
financial success and the predicto/a of social in America 
He wanted (o know what behaviora would most likely lead to 
inoeaaes in wealth from one generation to another As part of 
hiS work, he studied factors such as education, intelligence, fam* 
ily background, race, occupation, and personal attributes He 
found that none of these were accurate predictors of upward 
social mobdiry. 

There were many people who ranked high in one or more of 
these tetors, but they still failed to move up dunng the course 
of their wurking lifetimes. Many of them actually experienced 
downward social mobility They ended up earning less than ibeir 
parents did a( the same ages, and someCimes considerably less 

BanfiekI finally concluded that there was only one factor that 
could accurately predict wherther you were going (o move uf^ 
ward and onward financially and sooally. He called it Ume 
spective He defined time perspective as the penod of that 
you take into consideration when making your da>^t(Mlay deci* 
siona and planning your life. 

Think Into tho Futuna 

Banfield found that successful people were those who had a k)ng 
time pcspecUve They planned their lives in terms of five, ten, 
and even rwenry years into the future They evaluated and deter^ 
mined their choices and actions in the present in terms of how 
those choices might effect them in the distant future, and the 
consequences that might occur as a result of what they did light 
now. 

It la traditional among the Bntiah upper classes to register 
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thcfiT Lhildren at Oxford or Cambndf^ aa auun as they are bom, 
even though they won't be attending for eighteen to tapmty 
yeara They fdl out the appUtations and go through the registrar 
tion process for thetr thildren oacdy as U they were going to 
attend in the nert aeo e ster This b an oompie of a long time 
perspective. 

(n America, many parents open a college saving account for 
their children as soon as they are bom. They then add to this 
account regularly for nuny yeaiv to ensure that their children 
can get the very best education possible tvben they grow up. This 
is an tsample of long time perspective. 

The Comn>on Attitude of Achiovamonl 
This atnrude of taking the long view seems to be common among 
most men and women who achieve a great deal in the course of 
their lifetimes. Ihe longer your sense of time pecspecthe, the 
more likely it is that you will do the sort of things^ and make the 
kind of sacrifices in the short term^ that will lead to greater suc« 
tess in the long term. Your thoughtfulness about today will 
ter>d to increase your income and your standing in the 

future. 

The reverse is also true. As you move down the socioec^ 
normc ladder, the time perspective at each leiel becomes 
shorter When you arrive at the very bottom of the social pyn^ 
rmd^ to the hopeless alcoholic or drug addict, you find a time 
perspective of leas than an hour— the time it takes to get one 
drink or one shot. Often the time perspective of people at the 
bottom of society ts only a few minutea. They do rtot think bes 
yund die moment 

The average hourly worker has a time perspective of about 
two pay periods. The salaried arorker has a time perspective of 
about tspo months. As you proceed up the socioeconomic lad« 
der^ the time perspective lengthens until you reach the must re* 
spected people in sooety^ such as the hmdy doctor. 
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Th% Most flsspsctsd ProfsMion 

(n e wy study ifaal asks individuals who they consider to be the 
most respected people in aooety the ^niily doctor ranks at the 
top More people look up to and respect the ^mily doctor than 
any other professional tn our society. Why^ It iS probably becauae 
we recognise that these people spent eight, ten, or e%en (weher 
years o( srudy^ internship^ residency^ and practice to read) the 
point wbere they can betome our doctors. 

The average doctor in AfDenca earns 1132^000 per year. He 
will enjoy high earnings and higher social standing tor his entire 
lite. He will have complete job aecunry. Hia children will ha>e 
advantages not en|oyed by most other d)ildren But the average 
doctor has spent almost twelve years of hard work and samhce 
preparing himself to earn that kind of money and achieve that 
level of social status. This is an eaample of long time perspecthe 
that most people recognixe and admire. 

Long Tin>e Perspoclivo Predicts Social Class 
Many immigrants arrive in America wiib no money and no lan« 
giiage skills. They then go to work at menial Jobs^ doing whatever 
they can to support themselves But even at low leiela of incocoe^ 
they often save their money so that their children can get a good 
education and have a chance at tbe American dream. Even 
though they are poor^ these are people with real class. They haie 
long perspecthe. 

In a way these people starting at the bottom have better 
characters than people who haie had all the benefits ofan Amen« 
can upbringing but wbo spend every single penny they can get 
their hands on with little thought for the future. Their willing^ 
ness to saoifice in the short term so they can have better futures 
demonstrates the qualitin of vision, courage^ aelfdiacipline, and 
persistence They haie real c/nrr» even though tbty have little 
money. 

Tbu begin to moie yourself upward in society tbe day you 
begin to the king view in your own Lie. People who consi^ 
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lendy saw 10 perceni of their incocxx and pul it away tuwanl 
Anancial independence are vimialiy Kuaranteeing a higher t|ual« 
ity o( life for themselves and their children. They have long tune 
perspettive. 

Plan Your Life for the Long Term 

Ask youraelf^ ''Wbat time period do I take into consideration 
when ( set my goals and make important decisions for my Ufe^" 
Your answer to this question largely shapes your entire future 

How hr into the future do you look when you make deo« 
sions on how to allocate your time and your reaourcn? There 
b a rule that sa^a, ''Long tune perspective improves short-term 
decision making " The further ahead you look when contemplat- 
ing s current deosion^ the better deosions you will Your 

long-term succns will be determined by the quabry of all the 
decisions you make in the short term. Ttx cumulaUve result of 
good decisions is the assurance that your long-term goab will 
materialize exactly as you had plannetL 

Many years sgo^ 1 worked for a wealthy man who started with 
nothing and built a fortune worth more than }900 million in real 
ntste. He taught me to think always of owning a piece of prop- 
erty for rwenry years when 1 was considering buying it. He said 
that if you tb ink about owning the prop e rty for twenty years^ you 
will be much more alert to the strengths and weaknesses of the 
investment in tbe moment. 

Keep Your Ey« on tha Summil 

The long view sharpens the abort view. Ttus b one of the most 
valusblc pieces of advice 1 ever re ce ived In your life^ think as if 
you were on a long hike climbing a mountain. Stop regularly and 
look up St ibe summit^ your eventual goal, and then adjust your 
footsteps to ensure that every step b still taking you in ifaat direc- 
tion 

One way of determining your priorities in the short term b 
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lo analyze the future impaci of pnr%tni decuiona. An inipurianl 
choice, or activity^ la one thal has a potential lonR^teoD impact 
on some part of your bie. An action or decision that is unimpuc^ 
tant IS something that can have litde or no effect oo yuur bie or 
future 

Eleading a book^ listening to an instructional audio program, 
or taking a course that teaches you something valuable are exam- 
ples of activities with a high potential future impact on your ca- 
reer. On the other hand, watching telervision, reading the aborts 
page, or taking a coffw break, oo matter how well or how often 
you do them, will have no efieit on your future. RetDecDber^ you 
are always free to choose. 

Your Choicot Dotarmir^a Your Futura 

You see oamples of this confusion over time perspecuve all 
arour>d you. On tbe same street living in two houses of similar 
value will be two difierent frmilies. Each family earns approsa- 
mately the same amount of money But one frmdy bas a twenty- 
year time perspecthe and the other frmily has little or rto lime 
perspective at all 

Over the years, the family with long time perspective will 
carefully save, invest, and accumulate an estate that will eventu- 
ally enable them to retire in comfort. The other family, earning 
the same amount of money, perhaps even doing the same kind 
of work, but bcking lime perspective, will spend everything they 
make, and a btlle bit more btaides They will end their working 
days^ with btlle or no money put aside. 

(f you were told today that unless you made some dramatic 
changes in the way you earn and spend, you were going to be 
penfUiess when you reached retirecDent, bow would that affect 
yuur attitude toward your moneys Vhal would you dodiflerendy 
in your work and fiiiancial life with such a posibiliry hanging 
over your he^^ the truth is that unless you begin to do 
something different with your money today, that is very likely tbe 
way you will end up Because of limited time perapecnve, 99 
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percent uf people working loday will end up either bcobe^ de* 
pendent on pensions, or still working wben they redch tbe age 
of 65 Don't let this happen to you. 

Develop Your Own Characlor 

The prat Lee oi thinking with long time perspective not only re* 
cjuins diardcter^ but U abo develops chamler in the person who 
does It. ChariLter is always tbe mull o( pratLcing self«discipline 
Developing tbe habit o( taking the long view in decisions con* 
tenting healthy wvwltb^ relationships, and reputations requires 
selMlscipUne at a high level 

Character comes from thinking tontinually of living with 
each of your detisiona for the long term Economists and sociol* 
ogists generally agree that tbe primary reason for economic lad* 
uie and underachievecnent is the inability iodeiaygraUfic^Uof%. 
This IS the tendency to spend everything you make^ and a little 
bit more^ with Ltlle thought for the future It is a btk of tune 
perspetLve with a regard to money It virtually guarantees that 
you will have financial problems throughout your life and end 
up unable to retire when you reach the age of 65« 

Decide today to plan and act for the long term. Practice shorts 
term pain for longterm gain Be willing to pay tbe pace of sue* 
ms in advance^ in terms of hard worl^ sacrifice^ and delayed 
gralihtation Be prepared to sow before you reap^ and often you 
will have to sow for a long time before you can bring in the 
harvnt Nowhere is this truer iban in financial matters 

If you save and invest 10 percent ol your income from the age 
of 21 to fly 65, you will become a millionaire over the course of 
your working lifetime. Most seU*made millionaim saw 15 per* 
cent to 20 percent of their income and learn to live comfortably 
on the balance You should resolve to do the same. Think long 
term. Ttx tjuality of diaracter that you will develop as a result of 
the self^iscipline you impose on yourself to become financially 
independent will make you a truly exceptional human being. 
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Think Short Term ae Well ae Long Term 

It die ftrsl part o( dewloptng a philosophy of tune managttBctit 
is to ^1^ the long view^ tbe aetund part la to take the short view 
near yotir time like yotir Lie. Measure out your time in minutes, 
rather than in houi^ or days. 

In an article in Fortune magaaine, several of the a>oat auc« 
tnahil and highest^paxd executive in America were interviewed 
about their attitudes and pcaclicea toward time. Tbeir average 
incomes were f 1,3W,000, and all of them had worked them* 
selves up from entry*level positions in business and industry 

It turned out that all of diese highly paid, top peifuiiiiera 
treated their time as a scarce resource. They saw it as an indi^ 
pensable ingredient of aLhievement They looked upon it as an 
essenui tool of accomplishment. They allocated ibetr very 
tare fully. 

They were very lealous of their tune Thtry did not spend it, 
ghv it awa^, or use it thoughtlessly While aierrage employees 
and junior managers thought in terms of da>a and weeks, they 
planned out their days in terms of minutes and fractions of 
hours. 

It turns out that the smaller the unit of time in which you 
think when planning your day, the more successful you aitr likely 
to be. Unsuccessful people think in terms of srhole days, or 
mornings and afternoons Successful people dunk in terms of 
ter^minute blocks of time, like lawyers or accountants. They 
make every minute tount. 


Time U Your Most Valuable Resource 

Because time is your scarcnt resource, you must use your intelli* 
gence to preserve it in every way possible and to acquire more 
time whenever you can. Whenever possible, you should trade 
money for luDe. The money is replaceable, but the dme is not. 
This brings us bask to David Ricardo's Law of Comparaihe 
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Advintagt, which w&s discu^ed m Chapler 10. Whenever you 
can^ you should hire people lo do tasks of lower value so thal 
you Lin cmie more tiox for yourself, your family^ and your 
worfc 

It you aspire to earn 150,000 per year^ which translales into 
about |25 ptT hour^ you must fievtr do work (hat does not pay 
$25 an hour or more If you can hue someone for $5 or $d an 
hour to mow your lawn or clean your house» you should pay the 
money wiUinRly to free up your time for hiRher value acuvuies. 

Apply (hia same principle to your spouse Many of the sue- 
tnsful ocecutivn and entrepreneurs who come th/ou^ our ad- 
vanced coaching and mentoring program the leasona home 
and change their spouse s lifestyle Ihey encourage them to hue 
housekeepers^ gardeners, and personal assistants to do errands 
and go shopping They "buy their freedom"' so that they can 
enioy a higher quality o/lite and spend mote time with the ^mdy 
and in personal pursuits The payoff for both parties is often 
ealraorUi nary. 

Track Your Tima Uaaga Caraf ully 

Keep track of bow efficiently you use your time. The more you 
think about how you are spending your minutes and hours^ the 
better and more precise you will become at time management 
Because most people do not monitor their time usage^ they arer 
not even aware of the amount of time they waste each hour 

Gel a wnstwatch with an aJarm that beeps every fifteen min- 
utes. Each bme the alarm sounds^ stop and observe yourself 
Look at what you are doing at that moment If possible, keep a 
bme log and a note ofwfaat you are doing eadi time tbe 

alarm rings Ask yourself regularly. ""Is wfaal ( am doing nght now 
making the very best use of my time^" 

All of life is the study of attention The more attention you 
pay to the way you are using your time^ the more efficient and 
producthe you are likely to be. The more aware you are of tbe 
fleeting nature of time^ tbe better you will use it 
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Spend Your Time Like Money 

Whtn you tbe sho/t new, yuu look upon every request tbc 
yuur tiox taking away fro m (he arnuunc of (ime yuu have left 
on eertb. Coo tinu ally ask yuuraelf, ''How much of my bie am I 
wiUinR ro (kjoate or spend oo particular person, situation^ 
oractivir^ 

Your time is at least equal to your hourly rate If your hourly 
rate is f 25> that person is, in eflect, asking you for a gift of f 25 
for an hour of your time. If someone aaks you to donate your 
time to a particular cause or actmry, you have to ask yourself, 
"'How important is ifast cause or activity to me, and how much 
of my time and money am I willing to donate to it^' 

(f a person or activity is not important enough for you to 
open your wallet and peel off {20 bilb to ghe to it, you must 
discipline yourself not to do it. Just say ''No!'' 

The Wrong Job It a Major Time Waster 

Chapter 7 talked about the major time wasters in the srorld of 
work, including personal and telephone interruptions, unea* 
pected emergencies, diof^in visitors, and unplanned meetings 
However, wurlang at the is a bigger time waster than 

all of these put together. 

Many people are working at |ubs that they are not suited for 
or are rtot suitable for them They would rather be doing some* 
thing else, somewhere else, using different and abilities 
The maiority of working people, by their own admission, do not 
foel fully challenged by their current jobs. Getting into or staying 
at a job for which you are not ideally suited is one of the greatest 
wastes of time in life It can rob you of some of your most pro- 
ductive years. 

Here IS a question for you Ifyou received {1 million in cash, 
tax free, would you continue to work at your current job? 

1 b put it another way, if you were independently wealthy, Is 
there anything that you would change about your job, your 
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vfoskf or your ontff U you think you would quit or ih^ager 
your |ob^ if you had toou^ moa^y, thii is a good indicator that 
you artr working at the wrons |ob Jbryou. You may only be wurk« 
ing at your current job because of your Ananciai situation and 
your OM>nthly bills and openses. 

Do the Work You Lovo 

Here is another question Do you love what you are dumg^ Only 
a small percentage of people love what they do^ and t hese peo 
pie are always the happiest, the most satisfied^ and usually^ the 
highest paid in every field 

^u can tell if you are spending your time and your life at the 
right |ob by oamining your attitude toward your |ob and your 
future. Do you what you are doing enough to want to be the 

very best at it? If the fob is right tor you^ not only do you want to 
get better and better at tbat fob, but you >ery much admire those 
people who are at the top of your held, (f you hnd that you base 
no desire to mcel in your field this is a good sign that it's proba^ 
bly not tbe right job for you. 

Vould you like to continue doing your job for the neirt 
twenty yeara^ Do you find your |ob thadenging and fulfilling^ 
Can you hardly wait to get to srork on Monday monung, and do 
you hate to leave on Friday evening^ All succesahil people can 
anssrer to these t|uesuons Unsuccessful people invariably 
answer "'no.'' 

There Are No LimiU 

There are more than 100,000 diflerent Jobs available in our econ- 
omy today There are an endless number of |oba tbat you tould 
do succeaafully, and make a good living doing them You ntfver 
have to feel stuck in a partitular position^ comp a ny^ or industry. 
There is never a job shortage for good people. 

One of your primary responsibilities to yourself is to select 
the kind of work that you en|oy and are best suited to do. (t ia to 
find a job where you can use your natural talents and abiliuea at 
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a high Ufvtfl Yuur duty to yuuracK is to worit at sometfaiog tbat 
ghn you joy and satiaf^tion You must find a|obthat brings out 
thcf >wy bnt in you, and that inspires you to want to becocpe 
earellent at what you're doing 

ThePaat Isa ^^SunkCoat^^ 

(n accounting, a sunk coat is an amount of nwoey that baa been 
spent in the past and has no further value It may be a piece of 
equipment that iS broken and irreparable^ obsolete^ or com* 
pletely useless It could be advertising dollars |ust spent last year 
The money spent on these items is gone forever It can runer be 
retrieved 

One of the 6rst rules with regard to a sunk cost iS that you 
never spend additional money to retrieve or extract some value 
out of it. You write it off as a loss and tbcus on the future. Ybu 
get on with the rest of your business life. 

In your career^ you have sunk costs as well. Itsese are |obs 
that may have taken weeks, months, or even years to learn, from 
which you gained considerable experience, but whith are no 
longer of value in todsy's market You may have a sunk cost in 
college education or in courses of instruction and training that 
you have taken to develop knowledge and skills that are no 
longer of any use. Much of what you have done in the past in 
your career la a sunk cost of soose kind It has no current or 
future value. 

One of the worst wastes of tuzse is tor you to attempt to re* 
cover a sunk cost Many people a unlverairy degree in a 
subiect that turns out to have no market value when they lea>e 
school. They spend months, and even years, plodding from door 
to door, trying to 6nd someone to hire them and pay ibecD a 
salary for knowledge acquired that has no econocmc value. 
Sooner or later, they realise that they took the wrong courses or 
learned the wrong skills. Now, they ha>e no choice but ro learn 
new that have a value in the marketplace. 


lAMi M 



i64 


POMl O f 


Prepare (o Cut Your Lossot 
Onr of tht reiMfu tor massive time wastaRC^ and failure in bie^ 
b die inability ur unwiUingneas to cut your losses Instead^ you 
should continually remind yourself: (t dotan't fnarter where 
you're coming; from, all that really matters is where you're ptHnft 

A maiur tune waster is an invesUiretit in your egu You make 
a decision^ or a commitment of time^ money, or emotion^ that is 
not suttnsful Then^ because of your ego^ you are unwilling to 
admit that you made a mistake^ that you arere wrongs and that 
your decision has Turned out to be in error You then invest an 
enormous amount of time^ emotion, and often money to cover 
up the fxt that you made a mistake You justify and ratkMialise, 
refuse to &ce die facts, and you often make yourself phyakally 
ill 

Learn to control of your ego, ratfaer than letting your 
ego control of you. Accept that you are not perfect Most 
things you try in life won't succeed the first time in any case. Just 
say the words, ''I made a nustake " Admit that you made a poor 
choice Admit that, if you had to do it over again, you would do 
itvery difierendy. The unwillingness to admit error keeps people 
locked in unhappy and unsatis^ing situations year after year 

Once you have admitted a mistake, you no Innggr need to 
esplsin or justify yourself. You esn then get on with the rest of 
your life You esn make new decisions and choose new duec« 
Hons. You can focus your speoal talents and abilities on doing 
things that on have a great future tor you. 


Take Your Whole Life Into Consideration 

Put your current bie. your past investments, and your sunk costs 
in your education and career into perspective Ask this question: 
How long do ( intend to live^ Asking and answering this question 
immediately lengthens your time perspective 

Most people have never decided upon euctly how long they 
intend to live. They say, '' I am going to live to be a hundred " But 
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they aitr really not aerloua because they have no definite plMS tD 
Rct to ihdt age 

The averiRe life expectancy today is ate 76 for men and age 
79 tor womeiL This means that half of the population will die 
after they reach thoae and half of tbe puptilation will die 
befuce reaching them. Because you are reading this book, you 
are probably better educated, more intelligent about your health 
habits^ earn a higher income, and much more likely to beat the 
averages. Therefore, it is not unreasonable to assume that you 
will live to age 90 or older. 

The formula that insurance companies use to predict your 
age is to take twt^thinls of the number of years between your 
current age and 100^ and then add that to your current age. This 
will estimate your average life expectancy tor actuarial and insun 
ance purposes If you are age 40, then 2^3 X <100 - 40) = 40 
Theretbre, your calculated age orlife opectancy is 80 years. The 
big companies write insurance policies based on t h ese pro|ec« 
Lons all day long, and they are aeldom wrong 

Add Tan Yaart to your Life 

Many people are still stuck in the rwentieth<entury paradigm of 
retiring at age 69. This age for retirement was set in 1939, when 
Social Security and old^ge pensions were first introduced At 
that lime, the life expectancy of the aversge working American 
was 62 years Most people worked jobs requiring physical labor 
in those days, making and moving things andobiecis. By the time 
working people reached age 62 or 69> they would be like worn* 
out pteces of machinery. The average life opeclancy was approx^ 
imately 2.7 years after retirement 

Ibday, however, everything has changed Most people are 
knowledge workers. They work with their minds^ rsther than 
with their muscles. They becocpe sharper and smarter with age 
and operience They get older and better. Simultaneously, an 
explosion of invention, innovation, and discovery in medicine 
and medical procedures has boosted the life expectancy of pet^ 
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pie in the tndustnalixed worid by alnvost thirty years in the last 
tentury alone. 

Vhal thii meana^ in the aicDplest tenoa^ b that the ei|uivalent 
of age 65 (or retirement in 1935 la age 75 tor retirement m the 
tspenty^firet century. When you re ach age 60 or 65, you will still 
be at the rop of your ga^ne. You will be sharp and alert and poa^ 
aessed of allyourfacuitiea. You will be bright^ creative, and enioy 
high leveb of pbyatcai, mental^ and emotional energy There is 
no way that you will want to retire to a rucking chair and just 
laze around (or twenty or twenty^fhe years. 

Prum this day (brward^ think of yourself wurking produce 
tively to the age of 75 Of course^ onte you become financially 
independent, you will not wuck because you have to, but be* 
tause you want to. You snli work at different jobs^ doing differ* 
ent things that allow you to specialize in those tasks and activities 
that you cDost enjoy. But it is not likely that you will ever retire. 
Even if you do, you will have ten onra years of active srork be(6re 
you stop. 

Mosf of Your Ufa Lias Ahead 

Prom the pecspecthe of your current job, and the sunk costs of 
the past, what srould you really like to do with your life in the 
coming years^ look (brwarti and unagine that you have several 
decades of producuve work life ahead of you. If you could work 
at any |ob at alL what srould it be^ If you could work m any 
industry, or in any part of the country, performing any particular 
(unction, and you srere free to cboose, what would you dKXJse 
(bryuurselP All these options are open to you today. 

Here's a wonderful story I read in the newspaper recently, (t 
was about a woman who had come from a limited femdy back* 
ground and only finished high school. Her 6rst job was as a 
nurse's aide But sbe was both ambitious and determined By 
working hard and studying evenin^^ and weekends, she eventu* 
ally became a regiFierud nurse. She took additional courses, and 
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shcf was pcomoteJ. EvenrudU>; she became a head nurw in ber 
hospital. Meanwhile, ahe married and had duJdren 

Vhen she was forty ye a ra old, u dawned on her (hat she 
Lould be a doctor^ i£ she put her CDind to xl Her oposure ro 
other doctors had convinced her that they spere no smarter than 
she was She sat down with her fomily and told tbecD of ber 
dream. Her husband and teenage children supported her com* 
pletely From that day forward^ they took care of all the fomdy 
worh respunsibxiilies so that ahe could return to achool^ com* 
plete the necessary courses, and become a doctor. 

Ac age 48^ shegraduated with honorr^ with a degree in pedxat* 
ric medicine. By the txme sbe was age 50^ she was established in 
a medical practice working with children. 8be was deriving more 
ioy and satisfoctton out of her life and work than she trver 
thought possible. 

Think About Your Future 

Ibday^ it is not uncommon to see men and women going back 
to college or university in their fortin and fifties. They spend 
several years earning advanced degrees and then settle in to 
practice their specialty for the nos ten id twenty years Tins is 
possible fuc you, as well 

No matter what you have done^ or laded to do, in the past, 
your hirure can be unlimited You can decide^ right now. that 
you are going to go to work on yourself and prepare yourself to 
do the kind of job that you love to do. You are going to do work 
that you wuh the greatest joy and satisfoction possible. You 
then set it as a goal, make a plan^ and start to work You do 
something eivry day to inoease your knowledge and upgrade 
your skilb^ which movta you foster toward doing the work that 
you were meant to do in the field that is ideal for you. 

Sometimes^ people complain that it may take several years to 
adkve the level of knowledge and that will allow them to 
do what they lo>v to do But^ as ( said earlier^ ' 'The lime is going 
to pass anyway?" Hve years fro m now, you will be five years 
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old&r. Tenyrarv truo yuu will be tenyran older. U there is 
somethifig that you would really lo do ifaal requires yean o( 
advance pnpardUon, the beat time lo get started la right r^m. 
The time b gox/iK lo pass anyway. 

Because of the dynamit future of the |ob market^ the avenge 
peraoo in America will bave len ma|or iuli^tuDe Jobs laaling Iwu 
yean or moce^ and as many as four or five differeni careen over 
the coune o( ber working lifetime, look at your currenl |ob and 
ask younelf if this is what you would lo do for the rest of 
your life. If il is not, then ail down and decide what il is that you 
would to do^ and what you would have lo do to get inlo that 
position. 

Vorking in the wrong job wastes not only your lune^ but 
your Lie. Working at the right job fur you is one of the very beat 
ways of living a long life of happiness and fulfillment. Il is a way 
of ensuring that you get ifae giealest posable value out of your 
time and your life 

Perhaps the Greatest Time Waster of Aft 

Perhaps tbe greatm lime waster of all in life is getting into and 
staying in the wrong relatiorulup. (t is absolutely amazing bow 
many people get married early in hie, or begin living with socdcs 
one in their rwentin^ and then stay in a situation where they are 
unhappy year after year They don't slop lo think that these )eara 
are gone fdrerver They tan neier be recaptured 

Whal IS the purpose of a relationBlup? The simplest answer is 
so you'll be bufifiter than you would be if you were not in that 
relatkMiship at all. This is so obvious that it is overlooked by 
many people. 

Every human act is aimed at improving your life in some way^ 
at increasing your loel of happiness beyond what it might have 
been if you had not taken that act or made that deaskm The 
choice of a rebtionship is, tberefbre, one of the most important 
choices that you make in life. The choice of the right relationship 
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Lin have mortr oi an UnpaLl on your happiness than any other 
choice you make. The d>uite of a wrung relatiuristup can do 
more to destiuy your hopes and dreams than any other choice. 

Bo Hor>Mt vdth YourMlf 

Apply the zert^based thinJoriK question If ( had not gotten into 
this xelalionahip or marriage^ knowing what ( know now, would 
I get into it again today if I had to do it <ner^ Asking and answer^ 
ing this question is one of the hardest yet most important ifain^ 
you will ever do 

(f you find that you are unhappier inside the relationship 
than you would he outside the relationship^ you owe it to your* 
self to seriously consider making some changes Think about 
how long you are going to live. If you are unhappy in your re la* 
Lons hip today^ are you prepared to live with this level of unhap* 
pin ess and diasatisfattion for the re%t of your life? 

Poopio Don't Chartga 

There is a hasit rule in human rebtionships. It is that 'people 
don't change." Both you and every person you meet are prod* 
ucts of their entire Ihes. Starting in infancy and earty childhood, 
people are oposed to induentn that st^pe their befaavlocs. By 
the bte teens, their values and their personalities are largely 
Axed. If you ever artend a ten, twenty^ or thirty*)ear high scho ol 
reunion^ you will he amared to see that, aside from the signs of 
aging, the people you grew up with are >ery much the same dec* 
ades bter 

People don't change You should ne%er hang your hopes for 
happiness on the possibiiity that someone is going to change and 
become a difierent person You have not changed in ywr entire 
life, (t is not realistic ro expect that others might change, e>en if 
they want to, or if they promise to In fact, not only do people 
not change, but under pressure, they go from bad to worse They 
become e%en more of what thtry already are. 
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Evaluat# Your OpHons 

Lfyuu dtcidt that yuu would not gel mio thi« /trblionship sgain, 
knowing what you now kncjw^ yotir n ej rt question is How da I 
get out of ibb situation, and how fast? 

Etemember, yuur mam goal m Lfe ts to achieve your own haf^ 
pm ess and to ful£li your potential as a human bemg Anything 
that stands m the way of your becoming the very btsl person you 
can possibly be rteeds ro be carefully examined and^ if necessary^ 
changed 

One of the most popular plays overwritten and performed is 
CyrdP90 de Bet^rtK by Edmond Rostand Toward the end of the 
pla^^ Cyrano is aaked why behas been so intensely indhidualisnc 
hiS whole bie^ not caring about the opinions and cnticisms of 
others He replies with these wortk: ''At an early age^ I decided 
that m life I would choose the line of least resistance^ and please 
at l^Qst all things '' 

This IS a proRjund observation. Throughout our lives^ be* 
cause of the desire (or approval and the fear of re|ection^ we 
bend our personalities and ad|ust our behaviors so that others 
will us and approve of us We constantly think about what 
we need to do to be liked and accepted. If we are not careful^ we 
can lose our own personaLties and becocoe preoccupied with 
pleasing other people. 

Ploaso a( iMstN^urMlf 

But this kind of behavior is a dead end The likes and dislikes 
of others change contmuously and often OM>mentanly (t is not 
possible tor you to mer do ^ be^ orsa^ all of the right things rtecew 
sary to get people to like^ respect, and a ccept you. No matter 
how hard you try to conform to their wisbes, you will alwa^ 
make mistakes, trigger tbeir disapproval, and end up feeling 
foolish. 

The key to happiness is to "please at least yourself m all 
things " In this way, you can be sure that at least one petion is 
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happy wuh what you do and the way things turn out. Since you 
tan never predict what will please otbera^ please at least youraelf 

One of the marks of the ''fully functioning person/' as de* 
fined by psychologist C^rl Rogers, is ibst he is not unduly influ* 
enced by tbe opinions o/ others. A fully mature, fully functioning 
adult takes the likes, dislikes^ and the opinions of others into 
consideration, but then makes his own decisions and goes his 
own way If others do not like or approve of his course of action, 
he ignores it and carries on regardleas. 

The key is for you not to worry about what people think of 
you. The foct is that people are not really thinking about you at 
all Most people are so preoccupied with their own problems 
and concerns that they don't ha>e time to think about the lives 
or actions of others Set your own sails. Play your own game. 
Detemune your own destiny. Do whatever seems to you to be 
the nght thing to do at the moment. Please yourself Ignore the 
rest. 

Your Time and Your Life Are Precious 

Be selfish with your tune Remember, your time is your life, and 
this life IS not a rehearsal for something else Say "no" to re* 
quests for your time tbat don't move you toward your own goals 
and pexMnal aspirations When you say "no," people will often 
express a little disappointment or eien try to make you feel 
guilty. Nonetheless, you ahould stuJc to your guns Their shallow 
disapproval will only last for a few seconds, and then they will 
be off to ask someone else to donate tbeir time or money And 
you will be free. 

In developing a philosophy of time management, treat your 
time like money. Allocate your time at your houriy rate. Use this 
hourly rale as a measuring tool for everything you do. 

Concentrate your eftbrts on high*value task^^tssks that can 
pay you what you want to earn (f you want to earn f 29 per hour, 
continually ask yourself, "Is what I am doing ngbt now the sort 
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o( 9p^jck thal ptys $25 an hour or inoce?'' If it is nor^ discipline 
yourself CO SI uf> doing ic. DiSLiplme yotirsel/to only do work that 
whac you really want co cam 

What Makat You Spaclal 

You axe your most valuable asseL Ibe part of you that makea you 
distinct and unique is your mind Ic is your ability to think and 
act Throughout your bie, you should work at upgrading the 
ijuality of your thinking and improving your skills tor doing the 
most important things you do in your work and in your life 

Invest regularly in self improve p e nt and in personal and 
protessional development Continually look tor ways to inoeaae 
the value of your contribution to the people who depend on 
you. Dedicate yourself to Uelong learning The deseloprBent of 
your opertise and through hard work and study can do 
more to multiply your vakie^ and your earning ability^ than al« 
most anything else you can do. 

Personal and profcsskmal developcDent is an octremely high« 
value use of your time. The future impact of self study can be 
immeasurable. By developing an additional skill at tbe right bme, 
you on often catapult your career to much higher levels You 
can jump ahe^ five years by becoming ortremely good at a key 
that is very much in demand at tbe moment. 

Soo YourMlf as a Role Model 

In developing your philosophy of time and life management^ see 
yourself as a role model for others. Discipline yourself to set a 
positive eaareple of personal efficiency for your staffs your cc^ 
workers, and your boss^ as well as your fomily and children 

Imagine that others are looking up to you as a model of per« 
sonal efficiency. Imagine that you are the one who is setting the 
standards for time management and personal effectiveness in 
your organisation In everything you do^ act as if you are being 
carefully observed by others. This will force you to be far more 
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diSLiplified and cofUruUed in your daily actions than i£ you 
rhutjghi (hat no one was watdiing. 

Koop Your Life in Balance 

Perhaps the most important part of both the psyLbolugy and phi« 
losophy of time management is your willingness and ability tD 
keep your life in balance. Use your intreaaed effiocncy and pro- 
ductivity to oeate more time that you can spend with the people 
you care about tfae iDOet. 

The ma|or sources of life's |oys are loving relationships with 
other people The great aim of Time Power is to enable you tD 
get more happiness and |oy witb the people you care sbout the 
most Keep your life in balance by regulariy asking yourself^ 
''How would ( spend my time if I only had sbc months left to 
Uve> 

Once you have decided how you would spend your last sbc 
months on earth, you can then ask yourself^ "How would I 
spend my time if I only hsd sb u^eeks left to live^' 

How you would spend your time if you only had to 

Uve^ Or six bours^ Finally what would you do, wbo would you 
want to talk to, and what would you want to say if you found 
that you only had SLKiy miHotss left to Ihe^ 

(f you only bad a short time to Lve, the only thing you would 
think about would be the most important people in your life. If 
you only had a short time left to Ihe, there is nothing that would 
be more important to you than to reach out and communicate 
with them in some way Whatever you would do U you only hsd 
a short time left, be sure to indude those words and activities 
into your daily bfe. You never know 

Think About Your Valuoa 

Tb keep your life in balance, continually review your values and 
wbat IS most important to you Ybu will always feel tbe happiest, 
and en|oy the highest leveU of selfesteem, when your goals and 
day^today activities are congruent wiib your values When wfast 
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you are doing oo the oulaide is ptrfrcdy aligned with the very 
best person you could possibly be on the inside, you will alws^ 
(eel better than at any olber time. 

Dehne and determine your ideal lifestyle If you were finan^ 
tially independent and you could organize yuur liie in any way 
you wanted f wfaat would you want to do diflerendy from todays 
Imagine creating your perf^t calendar^ week by week, and 
month by month. I( you could design your ye a r from January 1 
to December how would you want to spend each day and 
each week? Where would you like to go? What sort o( vacations 
would you like to with your ^mily? If your hie were ideal, 
wbal time would you go to bed and what time would you nse^ If 
you were completely free to thoose. what changes would you 
make in yourlifntyle starting toda^ 

The greater clarity you have regarding your kleal lifestyle^ the 
easier it is tor you to make the decisions in the short term that 
will ensure that you oeate that lifestyle sometime in the future 
Clarity IS everything 

Four Ways to Change Your Life 

There are only four ways that you can change your life. Firsts you 
tan do mcf^ of some things, the ibings that are working well for 
you. Second, you can do less of olber things^ those things that 
are not worlang in your work and personal life. Ttiird, you can 
doing something that you are not doing today And fourth, 
you tan stop something altogedier. 

In bringing your life into better balance^ tbe drat i|uestions 
you ask are^ ''Wbal should I be doing more of^^ir less of^^D 
improve the t|uality of my life^' Almost invariably^ you will de- 
cide that you need to work more efficiently so that you can spend 
more tune^ face to face» with people you care about the mosL 

Then ask yourself, "What should 1 start doing that 1 am not 
doing today, if I want to improve the i|uality of my life?" Finally, 
you should ask, "Wliat should 1 stop doing altogether, if I want 
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lo have more time lo do more o( the things that are most xmpor^ 
taiu lo my life and gL>ala?'' 

Su down with your spouse and children and ask tbem, ''Wbal 
would you ll kf nx to do more of^ or Ins of? Vhac would you 
like me to start doings or stop doing^' Itxy will give you ideas 
and opinions that can t^ve a profound eflect on tbe quality of 
your femily relationships. 


Divide Your Life Into Two Parts 

Divide your life into two main paits^ work and femily. Pnontne 
almost all other activities as setondaiy to these two primary con* 
cents. Instead of doing your work, plus a whole senes of other 
activities, and then giving your femdy the crumbs that are left 
over^ put your family and your relationships in the center of your 
life. Organize your wwk and all your other activities around 
them. 

Vhen you work^ work all the time you work Don't waste 
time Don't chat with tow^jrkers or sit around drinking coffee 
and reading the newspaper. Don't surf the Internet Don't take 
long lunches and coflee breaks. Don't start late and hnish early. 
Vhen you work, work! Keep repeating to yourself^ "Back to 
work! Bade to work^ Back to work^'' 

Vhen you are with your femdy^ be there 100 percent of the 
time Do not read the newspaptir^ diannel surf the television, 
talk on the phone^ or play with your computer Instead^ spend 
more time face to face with the most important people in your 
life. 

Time U the Measure of Value 

The quality o/ a relationship is largely determined by tbe amount 
of time you invest in that relationship You can only increase the 
value of a relationship to you^ and the value of yourself in tbat 
relationship^ by spending more time with that person. This is as 
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tnie at work and with tuatomera as it is with your spouse and 
yuur chddrtrn. Itx morr tune you invest m thecD^ the deeper 
and ncher will be the quality of your relationship There is no 
subsnrute fur time 

Your Kighoet Goal 

P ea ce of mind is tbe greatest human good, and the goal of all 
human activity You should select peace of mind as yuur highest 
Rual and organize your entire life arourHl it It is oniy possible 
when your life is perfectly in balance You experience pe a ce 
when you are doing what you were meant to do^ with tbe people 
with whom you were meant to do it You mperkrnce peace of 
mind when you are able to feel that your whole life is under your 
control and consistent with your own values and goals 

1h achieio g reater p ea ce of mind, listen to your intuitiorL 
nust your inner locce. The more you listen to the ''stilly small 
mce'' within^ the better and more accurate guidance jou will 
receive ♦ As you follow the guidance of this inner voice and this 
higher power, )ou will be directed and prompted to do and say 
the right things in the right way at the right Men and 

women begin to become great when they begin to trust their 
inner voices 

Two Typoa of Tima 

Work and family require two difierent types of time. Work re- 
quires time. This is where you set priorities and disci- 

pline yourself to focus on the most valuable use of your lime. 
Work is aimed at achieving concrete^ measurable results for your- 
self and other people. 

Elelatiocisbips^ however^ require time. They require 

long, unbroken periods of time^ in tbirty-^ sixty-, and ninety- 
minute chunks^ or eim longer^ where you allow ample space 
for the relaUonahip to unfold and develop. You cannot ruah an 
important relationship There is no such thing as an efficient 
family life. 
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1b gel ihe most dune at work, you must set clear goals and 
objecthea^ o/ganixe clear pnoriues, overcome procrastination, 
work on your must valuable tasks^ and press forward to complex 
tion and closure. 

1b get tbe>ery most out o/yourfomily and relationships^ you 
must create lar^ periods of unhurried tune, where the must 
pleasurable and en|oyable moments can occur unbidden and un« 
expectedly. 

Tako Care of Nfoureelf 

Keep your Ue in balance by investing time in physical fitness, 
whether it is walking, running, swimming, ut playing golf. Every 
iutnl in your body ahould be exercised and engaged every day 
Every muscle ahould be fload and stretched every day You 
should engage in aerobic oxrciae three times a week tu maintain 
maaamum levels of ph^aical fitness and to perform at yuur best 

(f met you fwl that you are too busy to ocerciae, it means 
that your life la out of balance. Whenever you feel that juu are 
on a treadmill that you cannot get ofl because you have ruo much 
to do, u means that you are approaching the breaking point 
Whenever you feel that juu cannot stop, nature la telling you 
that you must stop as soon as possible. 

During tbe working day, take freijuent breaks to stretcb, gu 
for a walk, and change your position Going for a walk during 
the day will du more to ensure that you are alert and pruducthe 
in the afternoon than almost any other activity. 

Maintain High Lavala of Mental Energy 
(n 1 b:as they say, "'ll la not the sixe of the dog in the fight, but 
the size of the fight in the dog " In keeping your life in balance, 
a paraphrase of thia statement would be, ''It is not tbe number 
of hours you put in, but the quality of thoughtfulness and alerts 
ness that you put into those hours.'' 

Decisions that you make, like going to bed early and getting 
a good night's aleep, have an inordinate impact on the qualify of 
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yuur day. Whtn you arv fuUy mied, you products hiRh&r^u^ty 
woric than when you aitr tired because you have nut sltpt 
enuush. When yuu are fuUy rested, you make better deosiuns, 
wbkh lead to better results When you are tiied^ you often make 
pour deosiuns, whith lead to mistakes and misunderstanding 
that have to be dealt wiib or reoxdxed, often at great cost Fa« 
tigue IS an enorrzK>us time waster 

Eat Wall for High Enargy 

What you eal^ and when you eat, can have a maior impact on 
yuur levels of energy When you eat a bighK^uality breal^ast and 
luntb, you will be bnghter and more alert throughout the day. 
You will be sfaarper and have more energy You will be more 
creathe and confident. You will make better deosioris and get 
better results when you are properly nourished The p/actite o( 
eating lighdy^ and avoiding sugars^ salls^ and fatty fbods^ will en« 
sure that you have more brain energy, and are more eflective, 
than i£ you consume foods that axe not particularly good for you. 

Toach Your Children Time Power 

Make good time management a part of your family life. TeaLh 
your thildren good work babits by helping tbem wiib tbeir 
homework and insisting ifaat it be done promptly^ before they do 
anything else. In more than 8,000 studies of men and women 
wbo betaoe high achievers early in life, one of the consistent 
(act ora disclosed was that their parents were toncemed about 
and involved in their homework The more diildren think that 
their parents care about them tompleting homework on tune, 
the more committed the children become to doing good school^ 
work. This habit of doing good work, and ^rtting it done 
promptly, then octends into adult life 

Tako Timo Off to Rest and Rolax 

In keeping your life in balance, relanng is often tbe most valu* 
able use of your time. Soosetimes, the most important thing you 
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Lin do IS noihiftg Take al least one or two days o6 from work 
each week, and resol^v to do nothing wvck<elated on those 
daya Take the bine to smell the roses. 

Go tor a walk with your spouse^ your children^ or your 
friends Take to sxt back, to think, reflect, and ad)iist your 
goals and priorities Make sure that your daily activities are con* 
SiStent with your deepest convictions Be sure that your goals 
and prionties axe congruent with your values 

Take tune regularly to think about what is really important to 
you, and to make sure ibat die outer aspects of your life are 
tonsistent and harmonious with the inner aspetts. 


You Can Only Manage Yourself 

Finally, in developing your philosophy of time management, 
tontinually remind yourself that you cannot manage time You 
tan only manage yourself. Time management is bie manage* 
meat. Time management requires self<ontTol, self*mastery, and 
selfdisQpline. Time management behaviors and disciplines artr 
that you tan learn through practice and repetition. Eventu* 
ally, your ability to manage yourself and your life will betome 
automatit and easy. 

Tune management is a lifestyle that must be practiced every 
hour, every day, all tbe days of your hit (t is the one habit, the 
one distipline that is essential to everything else you want to 
adik^. With eateUent time management and practices, 

there are no limils 

Buf wAa/of Wsmusf 

af MAa(ava/cosf, musf ba afta^Aad " 

HtBgCUWIE 
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Action Exercises 

1* Ttiifik \oog^ teem; protect fojTvud hn and ten year^ and 
design your perira life in every respect. What does it look 
like? 

2* Make a detailed plan today to achioe Anancial indepen^ 
dence bya specifiL time in the hjture. How mudi will you 
need^ 

Do what you love to do; determine the kind o/work tfaat 
would make you the happiest^ then organize your life to 
do It in an mxellent fashion. What is it^ 

4* Examine your relationships; make surer that you would be 
happy where you are tor the rest o( your life If not^ what 
changes are you going to make^ 

5* Ihke ocelleru care of your ph)wal health, eat^ oercise^ 
mt, and beha>e in such a way that you live to be age 90 
or older What changes shouldyou make in your lifestyle^ 

6 * Change your \iic by doing more^ leas, starting, or stof^ 
ping thin 0 in your life to improve your results, and in« 
crease your overall satisfattion What thsngea are you 
going to make immediatel)^ 

T, Keep your life in hy placing your family at the 

center of every decision snd organizing everything 
around them What could you do, or stop doing, immedi* 
stely to improve the t|uality o/your family life? 
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